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Introduction 
MURRAYS. MARTIN 
THISISSUE OF LZBRARY recognizes the many financial changes TRENDS 
that are affecting libraries. Not only is financial support for the library 
dwindling as funding authorities are affected by the general economic 
depression, there is a widespread feeling that the traditional library 
is perhaps no longer an appropriate model. Librarians themselves 
are also realizing that the old rules and paradigms must be rethought 
in a time of rapidly developing information technology. 
The effects of these changes, both on the mission of the library 
and on the way it attempts to meet that mission, are widespread. 
Nowhere, perhaps, is this more visible than in the prolonged debate 
within the library profession over the respective merits of access and 
ownership. This has led to the concept of “the virtual library,” ably 
considered in The Virtual Library: Visions and Realities (Sanders, 
1993). Although, as an actuality, the virtual library has not yet 
emerged, the ideas involved in the concept are already altering the 
traditional ways of budget making. 
The general principles of budgeting, accounting, and financial 
control have not changed greatly over time, although new concepts 
and ideas have emerged for their use. It is more that librarians have 
come to recognize their importance and how they can be used to 
make libraries more effective and efficient. What have changed much 
more drastically are many of the old assumptions underlying library 
budgets, such as the proportions that should be spent on materials 
and people or the ways in which the library materials budget should 
be divided. 
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The articles may be seen as divided into three parts. In the first 
are set out three ways of looking at the library, each of which has 
its own financial imperatives. The second part examines the ways 
in which old financial paradigms are changing. The third part looks 
in more detail at what is happening to the various kinds of library 
expenditures-particularly, given their past pre-eminence, at library 
materials expenditures. 
Richard M. Kesner looks at the library as an information center 
and develops the “information utility budget model.” He is concerned 
that librarians should be more user responsive and that they should 
define more carefully their tasks, their organizations, and their modes 
of management. 
Barbara L. Anderson envisages a new role for public libraries 
as community centers involved in literacy, outreach, and cultural 
programs as well as in the traditional role of provider of reading 
materials. Such an involvement not only affects the ways in which 
budgets are spent, it also encourages seeking new sources of funding. 
This interdependence is a new factor in library planning. 
From a totally different prespective, Sherman Hayes and Don 
Brown look at the library as a business. Particularly important is 
their mapping in text and diagram of the pervasive financial 
relationships within the modern library. Many more library staff have 
a business and financial role than they realize. The authors stress 
that interdependence has replaced independence. 
Turning to the practice of budgeting itself, Barbara M. Anderson 
and Sherman Anderson examine the concept of strategic budgeting, 
where choices must be made between different “goods” if the library 
is to keep true to its mission and yet remain financially viable. 
John D. Campbell, following the line of thought apparent in 
his earlier articles, challenges the traditional paradigms and proposes 
a “transitional library model” for a time when change is the only 
constant. He is particularly scathing about budgets that are derived 
from comparative studies and thus merely reinforce older stereotypes. 
Two special aspects of change are added emphasis on research 
and fund-raising. Ronald F. Dow points out the need for deliberate 
expenditure on research and development to encourage innovation 
and sustain the advantage libraries presently have as prime providers 
of information within the information world. To meet all the new 
needs and pressures, libraries must have adequate funding, not only 
for ongoing programs but also to support risk ventures. Dwight F. 
Burlingame, as a result, projects a much more active future for 
librarians in fund-raising but cautions that i t  must be carefully 
developed and managed. 
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The change in the library’s operating environment is described 
by Murray S. Martin in introducing the final section, which deals 
with more specific parts of the library budget. He reminds librarians 
that there are now many more players-most of them outside the 
library or the institution-whose decisions can affect libraries and 
their budgets. 
Perhaps no part of the library budget has seen more pressure 
than the library materials budget. The transformation of this budget 
is described as a metamorphosis by Barbara G. Leonard, who posits 
its future to be an information resources budget. The effects of rising 
prices on the distribution of academic library materials expenditures 
are explored by Chandra Prabha and John Ogden. Their text and 
diagrams illustrate dramatically the increasing impact of rising serials 
prices. 
Change is not confined to the library itself. As Martin Warzala 
points out in his study of approval services, dealers have changed 
their procedures and practices and will continue to change. He sees 
a convergence between the traditional approval plan and Selective 
Dissemination of Information (SDI), with electronic communications 
playing an ever-important role. 
One area of library expenditure which has received a lot of 
attention, but is seldom seen as a whole, is automation. Maureen 
Pastine and Carolyn Kacena look at the whole range of such costs 
wherever they may be allocated within the budget. They point out 
the significant needs for capital outlay, which are almost never 
available from regular budget sources and the pervasive effect on 
all budgetary categories of applied electronics. 
Personnel expenditures have traditionally been the largest 
segment of the library budget. Barbara I. Dewey explores a new way 
of developing personnel budgets as vital parts of program plans rather 
than relying on ratios and proportions. Only by understanding the 
programmatic roles of personnel and support costs can adequate 
models be developed. These must also be seen within the context 
of changing human values, new social needs, and the necessity of 
having to continually develop new skills. 
Lest we forget that all human activities take place within some 
defined area, Elaine Cohen looks at new ideas emerging in library 
design planning. Changes in various building codes, the Americans 
with Disabilities Act, the effects of automation, and resulting changes 
in behavior have caused allied changes both in planning needs and 
in the planning process. 
John A. Dunn and Murray S. Martin attempt to sum up these 
concerns under the rubric of the whole cost of libraries. There are 
many other costs than those which show up in the library budget, 
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ranging from cleaning services to insurance and capital replacement. 
They suggest that libraries and their parent institutions should look 
closely at a management accounting concept--value maintenance-
so as to be able to preserve their ability to continue providing essential 
services. 
In this issue we have tried to look at some of the pressing financial 
concerns of libraries. Some types of expenditures and some types of 
libraries have received less consideration than others, but the 
assembled articles have seized on some of the key issues in library 
budgeting. All have stressed the continuing nature of change and 
point out some of the ways in which change can be managed. 
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ABSTRACT 
ADVANCES are transforming the way IN INFORMATION TECHNOLOGY 
people work, communicate, and document their activities. At the same 
time, the global nature of the modern organization has dictated the 
development of convenient and economical methods of electronic 
data exchange. This series of events has, in turn, necessitated changes 
in the ways information resources are managed and serviced. The 
implications of these dynamics for most traditionally defined library 
organizations are significant. In response, library administrators need 
to consider alternatives to current structures and modes of 
management. The purpose of this article is to characterize the 
operational, organizational, and technological developments that are 
transforming the workplace; to discuss the advent of the “knowledge 
worker” and the “information utility,” and to consider how all of 
these factors provide opportunities for library administrators and 
other information resource management (IRM) professionals to better 
serve their customers.1 
INTRODUCTION 
During the winter of 1990, the author was invited to join Babson 
College as its first Chief Information Officer (CIO). Concurrently, 
the entire college community was in the throes of a detailed self- 
evaluation culminating in a new strategic plan. This process helped 
to restate and clarify Babson’s mission as an educational institution 
dedicated to the development of innovative leaders capable of 
initiating, managing, and implementing change.2 Furthermore, the 
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college committed itself to teaching with a global perspective and 
to the integration of information technology into all aspects of the 
Babson learning experience (Babson College, 1991). 
To achieve the latter objective, the chief information officer was 
charged with creating and maintaining a “real world” information 
resource environment for the use of students, faculty, and 
administrators. In establishing this new office, the Babson College 
brought together the entire campus’s existing information service 
departments, including academic computing, administrative 
computing, media services, the Babson College Telephone Company 
(BABTELCO), and the library. These functional areas had never 
operated in concert before. Each reported to a different senior 
administrator; possessed its own personnel structure, policies, and 
procedures; and provided services according to its own sense of 
customer requirements. To fashion a new environment within which 
to realize the Babson’s strategic objectives, the CIO was obliged to 
reshape the operating units that now reported to him, provide his 
staff with a common sense of mission, and instill in them a sense 
of customer service that transcended their specific job assignments. 
The organization that emerged from this effort was named the 
Information Technology and Services Division (ITSD). Its newly 
defined mission and strategic plan, which emerged from an intense 
discussion process involving both ITSD personnel and its customers, 
began as follows: 
Consistent with the overall strategic plans of the College, it is the mission 
of Babson’s Information Technology and Services Division (ITSD) to 
provide in partnership with the Babson Community information and 
services to proactively support the educational programs, operational 
requirements, and business plans of the College. To achieve these ends 
through innovation and excellence, ITSD will deploy the best in proven 
information technologies.3 
In brief, the ITSD intended to deliver on this challenging assignment 
through the innovative use of an integrated information services 
organization. The  model for such a structure, the so-called 
“Information Utility,” was already present in private industry and 
was in fact emerging in leading U.S. colleges and ~niversit ies.~ 
Babson’s information resource management members are adapting 
this approach to their own institutional settings and in so doing 
are providing their colleagues with a practical illustration of how 
to effectively restructure information services to enhance performance 
and competitive advantage. 
This article examines the forces at work within the modern 
organization that are driving information professionals to reconsider 
how best to structure and deliver their services. Global information 
KESNER/INFORMATION RESOURCE MANAGEMENT AND SUPPORT 375 
needs, the increasing diversity and complexity of available information 
resources and systems, and the escalating “utility” costs of service 
maintenance are all factors influencing these developments. The 
author therefore begins with a consideration of external environmental 
forces and the emergence of the “knowledge worker” as the IRM 
professional’s primary customer. From this more general discussion, 
the author will focus upon the positioning of the library within the 
context of the information utility model. The conclusion will provide 
readers with some thoughts on the critical success factors associated 
with integrating the library into the I/U. 
A SELECTVOCABULARY 
Though from a sister discipline, the author views the challenges 
of IRM through a different lens than that of the typical library 
administrator. His use of terminology may not always appear, 
therefore, to be appropriate (or recognizable) to his audience. To orient 
the reader for the discussion that follows, and position the frame 
of reference away from the established library science framework of 
concepts and responsibilities and more toward a comprehensive 
information resource management perspective, the following terms 
and definitions are offered. 
1. end-user-Also referred to as “customer,” “patron,” or 
“constituent,” the end-user is the knowledge worker in the modern 
organization. I/T systems, services, and resources must be tailored 
to the requirements of the end-user who in turn addresses through 
hidher efforts the primary mission of the parent organization. 
2. enterfirise-While “enterprise” may be used interchangeably with 
“organization” and “institution,” it is the preferred term because 
it conveys action and the creatioddelivery of value to the end- 
user. Regardless of the strategic focus of the organization, 
enterprises must create “value” as perceived by their customers 
if they are to survive and prosper. This statement applies to 
government services and higher education as well as private 
industry. Similarly, the “library” must be viewed as an enterprise 
within the “information utility” which is itself an enterprise within 
the parent organization. 
3. 	 information resource managemen t-the economical and efficient 
management, servicing, and support of all information (in whatever 
format) that is of value to the organization. The value-added 
component of IRM is the information utility’s ability to deliver 
accurate specific information to the end-user in a timely manner. 
4. ZRM strategic fihning-IRM strategic planning is a necessary 
subset of the parent institution’s process. It is necessarily shaped 
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by the goals and objectives of the greater organization and must 
complement the more global directives established in the corporate 
plan. 
5 .  	information services firofessional-While the terms librarian, 
archivist, records manager, and systems analyst have relevance in 
today’s information technology environment, the twenty-first 
century information utility requires the services of cross-trained, 
highly integrated staffs of I/T professionals to act as facilitators, 
catalysts for change, standards monitors, and resource managers 
for complex user-driven and con trolled information delivery 
systems. 
6. 	information utility-Within any organization, the information 
utility includes all of those resources, services, and facilities that 
comprise, process, and deliver information to the end-user. More 
than computer hardware and software, an information utility is 
an afifiroach to customer service that emfihasizes availability, ease 
of access, economy, efficiency, and accountability to the community. 
7. 	knowledge-We of ten think of “information” in terms of 
documents, records, files, etc., but these are merely formalized 
vehicles for the delivery of data to an end-user. Historically, these 
information products were/are self-supporting and generally 
sufficient in terms of satisfying the needs of the end-user. With 
recent developments in I/T, “information” alone is not sa-
tisfactory-primarily because there is too much of i t  and the 
“products” in question are insufficiently focused and unadaptable. 
Instead, users seek “knowledge”: a higher level of information, at 
times in multimedia formats, tailored and processed to address a 
specific requirement. Correspondingly, knowledge tools, such as 
artificial intelligence systems and hypertext databases, facilitate the 
manipulation of information to meet end-user needs. 
8. 	knowledge worker-This is the end-user who employs a wide range 
of information technologies to draw upon diverse information 
resources in a variety of formats to address hidher immediate needs 
through the sophisticated researching, sifting, search, and 
reassembly of data into highly usable formats. Note that all 
“knowledge workers” are “end-users” but not all “end-users” are 
“knowledge workers.” It is the responsibility of information service 
professionals to assist in the development of end-users into 
knowledge workers. 
9. 	strategic filanning-Strategic planning is that process of thought 
and action that directs the long-term growth of an organization. 
It focuses upon the clearly defined mission, goals, and objectives 
of the organization; assesses the available resources to bring these 
milestones to fruition; and establishes a method of performance 
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measurement. The rigor of the process places considerable demands 
on management but is essential to corporate prosperity and hence 
to the interest of all stakeholders (i.e., organization members and 
those served by the organization). 
By way of orientation, examine Figure 1.5 This exhibit graphically 
represents the flow of raw data in various media and formats to 
intermediate data collection and distribution platforms (e.g., 
databases).6 From there, i t  is manipulated by higher-level information 
processing (“knowledge”) tools (i.e., computer applications) and then 
transmitted via an array of networks to the desk top of the end-user, 
who, in this illustration, is either a living person or an automated 
process. The ultimate delivery of “knowledge” as defined earlier may 
then lead to specific informed actions. 
As described here, the entire set of transactions in Figure 1 
constitutes modes of information resource management and use within 
the modern organization. The unique character of these processes 
defines the institutional context and corporate culture within which 
people work. Like the role of IRM itself, the modern organization 
is also changing radically due to technological innovation and 
adaptation. To better understand the forces at work and what they 
mean to the library administrator, we will next explore the information 
requirements and evolving I/T environment of the modern institution. 
ORGANIZATIONAL AND IRMENVIRONMENTS 
As we proceed toward the twenty-first century, organizations are 
becoming less bureaucratic, more complex, and global in their 
orientation. Their management structures will flatten with senior 
executives playing a larger role in the direct management of people 
and processes. These players will map out the strategic programs for 
their organization, employing external alliances, resource sharing, 
outsourcing (i.e., the use of external agencies to perform services or 
processes hitherto maintained by the organization), and new 
information technologies to enhance their overall performance. Middle 
management will grow thin and serve primarily as a group of technical 
specialists developing policies, procedures, and applications for other 
employees. The vast majority of those remaining will directly 
contribute to value creation in terms of either products or services 
provided to the customers of the organization. In this more fluid, 
less hierarchical environment, most, if not all, employees will have 
both information resource management and production re-
sponsibilities.7 
Information technologies have played, and will continue to play, 
a central role in this restructuring of the enterprise. They facilitate 
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Figure 1. Flow of raw data in various media and formats to intermediate 
data collection and distribution platforms 
streamlining and encourage a more entrepreneurial operating mode 
among managers now freed from dependence on others for vital 
information. For example, through electronic mail and executive 
information systems, senior managers can readily access field personnel 
and assess the status of far-flung projects. The management process 
need not occur through direct face-to-face interaction but may be 
mediated through electronic mail and teleconferencing. These same 
technologies also tend to foster linkages with external global partners. 
As operations become more complex, they are being segmented with 
the relocation of specific functions to the most advantageous locales. 
For example, automobile and computer manufacturing now occurs 
in a global arena where plants are located near cheap labor and the 
necessary raw or processed materials. Without the computer and 
telecommunication facilities of the modern corporate infrastructure, 
these arrangements would not have materialized.8 
Furthermore, the ubiquitous and increasingly user-friendly nature 
of emerging information technologies has meant that line managers 
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rather than technologists have taken charge of the resource, refocusing 
IRM requirements on core services and strategic business objectives 
(Tom, 1991; see also Emery, 1987; Targowski, 1990). This trend ex- 
emplifies the realization that, to manage a process, those in charge 
must also control the related IRM functions. It manifests itself in 
the growing acceptance of end-user “ownership” of the data and even 
associated information systems and IRM resources. The proliferation 
of I/T and information resources throughout the organization is 
illustrated in Figure 2. No functional area in this representation of 
an organization is without its IRM capabilities and responsibilities. 
As represented in Figure 2, each operating unit of the XYZ 
Organization has fully integrated business functions. This structure 
is indicative of the worker empowerment and managerial flattening 
of the enterprise alluded to earlier. Similarly, each unit has its own 
information processing capabilities, ranging from individual personal 
computer workstations to large corporate databases run on mainframe 
computers. They also have access to, if not complete control over, 
the I/T tools, hard copy and online information resources, and 
associated support services deemed necessary to satisfy the re-
quirements of their customers. The organization’s administrative units 
are similarly endowed as the “owners” of human resource, financial, 
real estate, purchasing, insurance, and other corporate data. In this 
context, the information services arm of the organization acts as the 
I/T standards watch dog, the keeper of networks and operating 
environments (i.e., the I/T infrastructure), the provider of access to 
external information utilities (e.g., bibliographic utilities and extra- 
corporate electronic mail networks), and the developer and supporter 
of new I/T capabilities. 
As a result of these functional allocations of I/T responsibilities, 
information service providers within the modern organization are 
concerned less with the efficient and economical storage of data and 
more with the proactive delivery of knowledge. Thus the IRM 
shopping list includes such products as intelligent, personal computer- 
based tools for end-users; future-focused decision support systems; 
business simulation software; and expert systems (for an excellent 
summary of what leading international CIOs are looking for, see The 
Index Group, 1991. See also The Index Group, 1988). Throughout, 
the objective of these I/T scenarios is to empower the end-user and 
to put this person in touch with the appropriate data to address 
immediate customer needs today and plan for tomorrow. 
THEEMERGENCE UTILITYOF THE INFORMATION MODEL 
To manage the enterprisewide use of information technologies 
and services, organizations are currently experimenting with a number 
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Figure 2. The Information Utility Model. The organizational disbursement 
of I/Ts 
of different reporting/management structures. The societal forces 
influencing these changes are easily discerned. In the first place, 
demographic shifts in both the work force and the customer base 
of many organizations have necessitated a reconsideration of IRM 
products and services. Today’s economic climate, with its ac-
companying resource scarcity, is forcing overall institutional 
restructurings and a critical review of expensive operations such as 
the I/T functions. The technologies themselves are changing rapidly, 
obliging those in charge to look for new opportunities and to rethink 
old strategies. Lastly, a new generation of skilled and knowledgeable 
I/T users is exerting pressure on information services to perform and 
deliver as never before. Clearly, instititions of higher education are 
being influenced by these very trends. 
In response, many organizations are moving toward the 
development of an information utility (I/U) under the aegis of a chief 
information officer (CIO). Structurally, the I/U serves as an 
administrative umbrella for a mix of I/T enterprises that may include 
libraries, archives, records management programs, data centers, 
networks, technology training centers, media production and 
operations, and end-user documentation. However, the heart of the 
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I/U concept has less to do with departmental structure than it  has 
to do with service. As its name suggests, the I/U exists to provide 
capabilities to its customers. With the aid of computer hardware and 
software, communications networks, documentation, and training, the 
I/U seeks to empower its users to exploit all available information 
resources in paper and electronidoptical formats. Through direct 
participation in the strategic planning process, those who manage 
the I/U work with their customers to identify opportunities for the 
deployment of emerging technologies and the creation of new learning 
and information processes.9 
In focusing its information technology capabilities in the 
information utility, the enterprise is making a statement as to the 
importance of the I /T within the organization. The CIO usually 
sits in the organization’s senior decision-making body and is 
instrumental in the development of internal and external linkages 
among information user communities. On the other hand, the I/U 
does not “own” corporate data and all of the associated systems and 
services. These tend to be the property of key I/U customers. By 
contrast, the CIO and hidher team facilitate, coordinate, and support 
the structures that deliver the data and enrich its value to the end- 
user. I/U personnel are also responsible for the protection of the 
network and overall data integrity. 
Thus, the typical information utility must function in an 
environment that is both centralized and decentralized. On the one 
hand, i t  maintains and enhances the organization’s core information 
technology infrastructure, including libraries, data centers, networks, 
enterprise databases, and so forth. It also provides a wide range of 
user support functions, coordinates corporatewide IRM activities, and 
polices system standards. On the other hand, it promotes user 
ownership and maintenance of data resources, client self-sufficiency 
in the exploitation of I/T tools, and technology planning at the 
operating unit level. 
The structure of the information utility and the role of the CIO 
may be illustrated by contrasting a more traditional organization 
with one employing the I/U model. For this example, let us consider 
the “XYZ University” (see Figure 3). In this illustration, the 
information service components of the organization are disbursed 
among various operating units. For example, “academic computing” 
and “administrative computing” report to different university 
divisions. While the “library” is also under academic affairs, the 
synergies between it  and “academic computing” cannot be realized 
without the involvement of “networks” and other information 
technology services positioned elsewhere in the organization. 
Information resources and associated services, on the other hand, 
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are to be found everywhere. Clearly this more traditional structure 
does not afford opportunities arising from the combination of 
complementary I/T services, such as library, media, and computer 
services (for two informative anthologies on this subject, see Hawkins, 
1989; Arms, 1988)."J 
XYZ University 
President 
Figure 3. XYZ University. Typical organizational structure (information 
service components) 
Our second example assumes the structure of an information 
utility (see Figure 4). Here information technology services are 
reorganized to take advantage of the synergies absent from the previous 
example. At the same time, i t  allows for the streamlining and 
downsizing of the I/T team as well as the ability to focus the 
investment in people, hardware, and software where it will have the 
greatest impact. Furthermore, in this scenario the chief information 
officeris now a player of senior executive rank. He/she will therefore 
participate in the institution's strategic planning process and hence 
learn firsthand how the development of the information utility can 
best address the organization's overall goals and objectives. Similarly, 
as the direction of the parent institution changes, the CIO has the 
advanced warning and flexibility to redirect I/U resources accordingly. 
Unfortunately, the appointment of a CIO and the reorganization 
of information technology will not in and of itself lead to a successful 
implementation. Ultimately, the corporate culture of the information 
utility team must also change. Individually, players must become 
more flexible and proactive in their approach to their respective 
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Figure 4. XYZ University. Integrated information systems & services division: 
The information utility model 
assignments. Collectively they must commit themselves to total 
quality, which in turn means an acceptance of the team’s success 
over individual recognition (Buckland et al., 1991; Garvin, 1987, pp. 
101-09; Lin Kow. 1989, pp. 12-14). They must also act entrepreneurially, 
seeking out opportunities to maximize the benefit of the I/U through 
the innovative use of new technologies and skillful change 
management. 
This last characteristic is  particularly important in an 
environment where teamwork will cut across organizational lines, 
where users “own” the data and may also control their own hardware 
and software, and where those in the trenches, not the technologists, 
are the experts in specific applications. Under these conditions, 
process management will require the nurturing of alliances where 
the common ground is defined by corporate strategic objectives and 
personal relationships rather than by a rigorous reporting structure. 
Indeed, we are entering an era of individual employee empowerment 
where organizational “authority” is being replaced functionally by 
informal, complex, overlapping, reciprocal arrangements. While 
formal organizational and reporting structures will continue to exist, 
most of the activity will come from intra- and interdepartmental 
coalitions of knowledge workers. In this setting, decisions and 
associated actions will emerge from negotiation processes where all 
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participants believe that they have a stake and will therefore benefit 
from a positive outcome (on the theme of influencing others within 
a complex organizational structure, see Cohen & Bradford, 1990; 1984). 
Similarly, the effective manager will be measured in terms of his/ 
her success as a negotiator, facilitator, catalyst, and team builder. 
To SERVETHE KNOWLEDGEWORKER 
Given this view of the modern organization and information 
resource management operations, i t  is clear that the library 
administrator will possess a different skill base than has hitherto 
been the case. More importantly, the librarian will come to view 
hidher services as an integral part of those offered by the information 
utility. In so doing, the librarian will continue to serve as a role 
model to other IRM professionals in hidher understanding of the 
“knowledge worker” whose information resource and service 
requirements in turn are the driving force behind the design and 
functionality of the information utility model. 
Here again it  is helpful to begin from the perspective of the 
information resource management dynamics of the workplace. The 
work process of the typical electronic office may be summarized as 
follows: (1) raw data are created/collected-“input,” (2) the data are 
enhanced through value-added services-“data processing applica- 
tions,” (3) the enhanced data-“information”-are distributed via 
electronic networks to the desktop, (4) the information is then received 
and manipulated by a worker or a work process, and ( 5 ) the resulting 
creation is a “knowledge product” that exists for a specific purpose 
in time (see Figure 1 for a graphical representation of these re- 
lationships). 
To achieve these ends, the knowledge worker needs access to 
a complex array of information resources, including printed 
publications of all kinds, information systems documentation, 
bibliographic and other information utilities, proprietary and public 
databases, and the thoughts and voices of colleagues. But access alone 
is not enough. To be “empowered” and indeed to add value to the 
information at hand, the knowledge worker requires independent 
data processing capabilities, including a personal computer 
workstation with local and wide-area network connectivity to both 
in-house library databases and holding lists, and external information 
resources, relational database tools, a multimedia receipt and 
transmission capacity, and even perhaps artificial-intelligence based 
information resource management applications. With this func- 
tionality at hand, the worker can more readily address hidher self- 
managed assignments, adding value to the greater organization’s 
products and services. 
KESNER/INFORMATION RESOURCE MANAGEMENT AND SUPPORT 385 
The knowledge-worker scenario described here reflects a growing 
desire within the modern organization to enhance the productivity 
and corporate contribution of each individual employee. To achieve 
this end, information services will be tailored to the specific needs 
of the worker and readily accessible, preferably at the desktop. The 
implications of this design for the traditionally defined library are 
immense. No longer can the library view itself as an institution only 
to be “visited” on site by its customers. It will instead represent a 
series of interrelated services that are to as great an extent as possible 
available at the user’s desktop. It will look for innovative ways of 
promoting and providing value-added access to its information 
resources. Finally it will tailor its activities in concert with the strategic 
and tactical direction of its parent institution. 
To do so it will need to complement the functions of other 
information utility players. Implicit in the aforementioned 
circumstances is a great deal of role redefinition, cross-training, and 
resource sharing within the units of the information utility. These 
types of activities disturb established paradigms of library operations 
and funding. Indeed, they call for a different approach to library 
administration, one that seeks to dissolve many of the self-imposed 
distinctions that separate some librarians from their information 
service professional colleagues. In brief, library administrators should 
invest in the information utility model, joining the rest of their 
organization’s information resource management. 
INTEGRATINGTHE LIBRARYINTO THE 
INFORMATIONUTILITY 
At the core of the information utility model runs the theme of 
customer service. The I/U exists to place a wide range of strategic 
information resouces, tools, and capabilities in the hands of end- 
users. Its mode of operation ought to be proactive, anticipating the 
requirements of its customers and building the infrastructure and 
support systems to address those needs. In the same spirit, it will 
continuously scan the information technology horizon in search of 
new applications that might benefit enterprise performance. The 
placement of library services within this context is essential for the 
success of the enterprise. However, the operationalization of this 
stratagem is perhaps less obvious. 
To begin, let us consider the functional structure of the 
information utility in greater detail (see Figure 5) .  The I/U brings 
together all of the organization’s traditionally defined information 
and data processing services, including information resource 
management; media production (e.g., video, audio, graphics, and 
multimedia); computer operations; information systems development; 
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implementation, and maintenance; voice/data communications; and 
“end-user” support. The latter function is often referred to as the 
organization’s “information center,” providing personal computer 
training, documentation, and support. This “center” might also 
include a “help desk” or some other online service for customer 
assistance and 1/U problem resolution. The library reference function 
is a key offering under the “user services” rubric. Though it typically 
involves personal interaction with a library specialist, more recent 
designs include automated services. 
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Figure 5. The Information Utility Model. A functional representation of 
structure 
Certain activities cut across the entire organization. For instance, 
each and every unit is involved in customer support. To deliver this 
service, all information utility departments will engage in some degree 
of documentation, user training, and online customer assistance- 
either via the phone system or through a computer-based help desk. 
Bibliographic databases and other electronic reference utilities may 
also flesh out this function. Each unit also participates in I/U research 
and development, encompassing such activities as the review of 
function-specific technologies for use within the organization, the 
evaluation of opportunities for the enhancement of existing or the 
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development of new services, and the consideration of cooperative 
ventures within the I/U or between the I/U and its customers. To 
coordinate all of these ventures, the team will come together, both 
formally and informally, on a regular basis to exchange information 
and revise plans. 
At first blush, the information utility concept may appear to 
be merely a convenient handle for a group of related though distinct 
services. Indeed, each I/U component may continue to be organized 
and staffed along well-established lines. However, the significance 
and true benefit in applying the I/U model comes from the critical 
mass of resources and the opportunities for a more efficient and 
economical coordination of IRM activities created by its es-
tablishment. From the library administrator’s perspective, the return 
on the investment in an I/U comes in many forms: 
1. better overall customer service and support; 
2. 	 the delivery of library services to the desk top; 
3. 	 integration of other information technologies with library services 
for better overall use of corporate information services; 
4. 	greater recognition of the library and the I/U’s contribution to 
the parent organization’s mission, goals, and objectives and hence 
more clout; 
5. 	access to new information technologies; 
6. 	better overall resource planning; and 
7. 	staff cross training and cross fertilization. 
By exploring these points in greater detail, the author will suggest 
how a library organization might begin its integration into the 
information utility. 
From the outset, a rigorous planning process is critical to the 
success of the undertaking. Since in all likelihood the parent 
institution recognizes the need for a strategic approach to the 
management of its own affairs, information utility personnel would 
be well advised to follow a similar course. Such a process will cause 
them to prioritize their activities in light of the institution’s goals 
and objectives. It will ensure expenditure of resources in accordance 
with these corporate priorities and similarly that they identify barriers 
to the accomplishment of mission-critical assignments. As players 
in these discussions, library personnel will help shape the direction 
of the I/U. Of equal importance, they will spend concentrated periods 
of time with their information resource management colleagues. The 
ensuing interdepartmental communication and cross fertilization of 
ideas will stengthen the I/U plan as well as contribute to the evolution 
of a shared view of corporate information technology priorities. 
The coherence of the information resource management team’s 
strategies is all the more desirable when one recognizes the 
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interdependence of the information utility’s service components. For 
example, if the I/U’s plans call for online access to the library’s 
automated systems, library personnel will work with their 
counterparts in computer operations and network services to ensure 
success. As part of this or any other systems implementation, the 
I/U will need to create documentation and training tools to 
complement the new installation. Since they will serve as the front 
line of support and problem resolution, the help desk staff will also 
be involved in this process. To keep the ongoing costs of the 
implementation within reasonable limits and to protect the 
organization’s information assets, the I/U’s technology standards and 
data security functions will also have a part to play. 
Thus each integrative process undertaken by the information 
utility team helps to bring its resources and services closer together. 
The  reciprocal relationship among players builds a mutual 
understanding of individual and operating unit capabilities. These 
exchanges also expand staff awareness to I/U potentialities. One could 
rightly observe that the greater organization could realize these same 
objectives through the cooperation of unintegrated information 
services. Historically, there is plenty of evidence to support this 
contention. However, within the I/U, the barriers to success are fewer 
in number and less formidable. Because the members of the I/U 
identify with the achievements of the whole, they have a greater stake 
in its accomplishments and are therefore more willing to provide 
the necessary value-added input. 
Returning once again to the preceding example, online access 
to the organization’s automated library system requires more than 
a bridge between that system and the corporate network. The 
interfaces will work efficiently so as not to degrade response time 
and hence try user patience. Screen formats need to be “friendly” 
and make the best use of end-user workstations. The connections 
between the library’s automated and manual systems and between 
these tools and the actual servicing of customer requests will appear 
as seamless as possible. Quality user support and documentation are 
therefore paramount to the implementation’s success. One could go 
on, but the point is that there are many milestones in the afore- 
mentioned process. Some of these milestones are best achieved by 
librarians while others should be assigned to nonlibrary members 
of the information utility team. The I/U possesses the critical mass 
of talent and expertise to get the job done. 
Another clear advantage in the envisioned information utility 
alliance is the quality of customer service that the library staff brings 
to the mix of information resource management capabilities. Of all 
the IRM specialties, librarians are best prepared to listen to the 
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customer and establish an accurate understanding of user needs. Too 
often the more technology oriented players of the I/U are so absorbed 
with the functionality of the computer hardware and software under 
consideration that they lose sight of the customer’s requirements. 
By contrast, library personnel are adept at probing beneath the surface 
of a request and identifying the user’s true need. If, through dem- 
onstration and direct involvement, this skill is transferred from the 
librarians to their colleagues, the I/U will achieve a higher rate of 
success in the delivery of products and services that meet and even 
anticipate customer requirements (see, for example, Davidow & Uttal, 
1990; Buckland et al., 1991; Perry, 1991). 
To achieve this end and to more generally integrate the 
information utility team, senior management will seize every op- 
portunity to bring cross sections of information resource management 
professionals together. One obvious stratagem in this regard is to 
empower small groups of I/U players to review and reengineer cus- 
tomer services. By jointly analyzing such topics as “workstation 
support,” “project management,” “database administration,” and 
“collection (both paper and electronic) development,” librarians, 
technologists, and end-users can come together to better understand 
each other and how best to leverage the organization’s information 
resources. In the same vein, librarians should participate in integrated 
information technology support, service, and training functions, and 
work with their colleagues on a uniform approach to the marketing 
and documentation of I/U services. 
Ultimately, this approach will yield major benefits to all those 
involved. First and foremost, it will make the most out of the 
organization’s considerable investment in information resources and 
technologies. The success of the information utility enterprise will 
win it the respect and the support-both political and financial- 
of the parent institution. Resource sharing within the I/U and the 
synergies afforded by a team approach to problem solving and project 
implementation will reduce costs and promote greater efficiency. 
Finally, in a world overtaken by rapid change, the I/U model provides 
a flexible framework within which innovation and teamwork are 
encouraged. The results should speak for themselves. 
CRITICALSTEPSIN LIBRARY~~NFORMATION 
UTILITYINTEGRATION 
To conclude, the author offers the following critical success 
factors for library/information utility integration: 
1. Reorganize-realign 	 people and functions to optimize staff and 
information technology resource synergies. 
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2. 	 Plan-a forward-looking strategic planning process will afford 
an ample opportunity for staff participation, idea sharing, and 
skill development. It will get the team behind the program because 
they will have had a part in its creation. Bear in mind that the 
plan is merely a tool to keep the information utility focused on 
priorities. It will remain flexible and adaptable as circumstances 
and assumptions change. 
3. 	Listen to your customers; become totally customer driven-this 
does not mean abdicate responsibility. Make certain that you possess 
customer support and an understanding of their expectations before 
you proceed. 
4. 	Develop a total quality management culture-this point overlaps 
with number 3 above but is nevertheless essential. It will provide 
many opportunities for the library and other information resource 
management players to share ideas and work on the improvement 
of services. 
5.  	Hell, desk-involve the library staff in the help desk/information 
center function. 
6. 	 Training and documentation-involve the library staff in the 
development of marketing and training services and materials. 
7. 	Staff development-devise individual strategies for each in-
formation utility player that allows for the development of skills 
and experiences in line with overall I/U requirements. Be sure 
to expose as broad a spectrum of the staff as is practical to 
poten tially applicable information technology innovations and 
new management ideas. 
8. Seruicelproject sharing-develop project work plans that draw 
upon the diverse talents of the I/U to address the objectives outlined 
in the corporation’s overall IRM strategy. 
9. 	Innovate and experiment; take risks-history has taught us that 
inaction may be as costly as action. Do not rely on the paradigms 
of the past. Continue to challenge past practices and test new 
options. 
NOTES 
This article originated as a presentation before an annual meeting of the Special 
Libraries Association, held in San Francisco on June 8, 1992. The author wishes 
to extend his personal thanks to his many distinguished colleagues, both at Babson 
College and elsewhere, who have assisted him in the development of his model 
and in the testing of his ideas. In particular, he would like to acknowledge the 
support of Hope Tillman, Director of Libraries at Babson College, and her staff 
in focusing the attention of this discussion on practical issues. 
This process involved some fourteen, so-called “Excel” groups comprised of a 
cross-section of students, faculty, administrative staff, and members of College 
governance. Each group examined an aspect of College operations, such as the 
graduate program, the executive education program, or the management of fiscal 
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resources, benchmarked what other schools were doing, and offered suggestions 
as to how Babson should proceed. The research associated with the “Excel” process 
was developed into a strategic plan that enjoyed broad community support. It 
also served as a useful starting point of Babson’s accreditation self-evaluation. 
3 	 Babson established an “Information Utility” task force as an adjunct to the “Excel” 
process to examine the College’s IRM needs and to develop an agenda for future 
I/T development efforts. This culminated in the drafting of both strategic and 
tactical plans for the Information Technology and Services Division. See 
Information Technology and Services Division. (1990). Babson College information 
utility working paper. Babson Park, MA: Babson College; and Babson College. 
(1991). Strategic plan 1991/6 & Action Plan 1991/2. Babson Park, MA: Babson 
College. 
4 	 Though it comes after the fact, Anne Woodsworth’s ALA publication does sum 
up the trend. See American Library Association. (1991). Managing information 
technology on campus. Chicago, IL: American Library Association. See also M. 
Khosrowpour & G. Yaverbaum. (Eds.). (1990). Information technology resources 
utilization and management: Issues and trends. Harrisburg, PA Idea Group; E. 
Szewczak, et al. (Eds.). (1991). Management impacts of information technology: 
Perspectives on organizational change and growth. Harrisburg, PA: Idea Group; 
B. L. Hawkins. (Ed.). (1989). Organizing and managing information resources 
on campus. McKinney, TX: Academic Computing Publications; and C. Arms. (Ed.). 
(1988). Campus networking strategies. Maynard, MA Digital Press. 
5 	 Figure 1 was prepared by Richard Wilson, manager of Multi-Media Production, 
Information Technology and Services Division, Babson College, at the request 
of Jerome Kanter, director of the Center for Information Management Studies, 
Babson College. 
6 For a consideration of current and emerging information media and formats, see 
J. Martin. (1982).Viewdata and the information society. Englewood Cliffs, NJ: 
Prentice-Hall. See also R. M. Kesner. (1984). Automation for archivists and records 
managers (pp. 12-31). Chicago, I L  American Library Association; and United 
Nations, Advisory Committee for Coordination of Information Systems. (1990). 
Management of electronic records: Issues and guidelines. New York: United 
Nations. 
7 	 See, for example, Charles R. Morris. (1990). The coming global boom. New York 
Bantam Books; J. Naisbitt & P. Aburdene. (1990). Megatrends 2000. New York: 
William Morrow; and T.Peters. (1987). Thriving on chaos. New York: Knopf. 
8 	 For a recent study of this evolving environment, see L. Sproull & S. B. Kiesler. 
(1991). Connections: New ways of working in the networked organization. Boston, 
MA MIT Press. 
9 	 P. L. Tom. (1991). Managing information as a corporate resource, 2d ed. New 
York Harper Collins. See also J. C. Emery. (1987). The strategic imperative. Oxford, 
England Oxford University Press; and A. Targowski. (1990). The architecture and 
planning of enterprise-wide information management systems. Harrisburg, PA: 
Idea Group. 
10 For an excellent summary of what leading international chief information officers 
are looking for, see The Index Group. (1991) Critical issues of information systems 
management for 1991. Boston, MA: The Index Group. See also The Index Group. 
(1988). Europe in 1992, winning through technology. Indications, (Fall). 
The author has written extensively on this subject. See R. M. Kesner. (1984). 
Microcomputer applications in libraries (pp. 49-80). Westport, CT: Greenwood 
Press; R. M. Kesner. (1988). Information systems: A strategic approach to planning 
and implementation (pp. 1-71). Chicago, IL: American Library Association; and 
J. Kanter & R.M. Kesner. (1991). The CIO/GIO as catalyst and facilitator: Building 
the information utility to meet global challenges. In S. Palvia et al. (Eds.), The 
global issues of information technology management (pp. 465-483). Harrisburg, 
PA Idea Group. See also F. W. McFarlan & J. L. McKenney. (1983). Corporate 
information systems management. Homewood, IL: Irwin; C. Wiseman. (1988). 
Strategic information systems. Homewood, IL: Irwin; and A. Woodsworth. (1991). 
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Managing information technology on campus. Chicago, IL: American Library 
Association. 
’2 Here is the author’s short list of recommendations regarding supplemental library 
management skills: 
A. Management Style and Leadership-Throughout 	 this article, the author has 
indicated the process management qualities vital to the success of an information 
services professional. These include: (a) a strategic focus, (b) flexibility in 
addressing tactical issues, (c) a people- as well as a task-oriented project 
management style, (d) the ability to delegate and manage through others, 
(e)ruling through consensus, and (f )  a team approach to problem solving. 
B. Organization and Structure of the ZIT Function-The librarian will never be 
effective unless he/she and the I/T group as a whole are appropriately positioned 
within the larger organization. First and foremost, this means that the archives 
function within the context of the I/U model can play an integral role in 
the organization’s IRM. Organizationally, the core I/T group reporting to the 
CIO should include centralized MIS services (including archives, media, user 
support, and so on), network management, a standards committee, and a 
technology review team. IRM applications support could report to the CIO 
but will more likely report to the respective operational heads who employ 
these systems. 
C. Skill Base: Zndividual and Team-The librarian need not be a technologist 
but he/she will be conversant in  computer and telecommunications 
technologies. More importantly, the librarian will have the vision to appreciate 
the potential uses of emerging I/T and how they may benefit hidher own 
operation as well as the I/U enterprise as a whole. The librarian will also 
have a sufficient knowledge of the organization, its product lines/services, and 
its functional (I/T) requirements. 
D. 	 Total Quality Project Management-The library manager will implement and 
enforce a total quality program with its focus on excellence in individual and 
team performance. To complement this effort, the entire culture of the library 
organization will become team oriented, usually implying an overall reduction 
in reporting levels, flexibility in project assignments, and rotating team 
leadership. This approach will foster a sense of ownership and commitment 
among participants that will lead to improved performance results. 
E. The Environment-Rather 	 than viewing the environment as an obstacle to 
success, the library administrator should treat it as an ever expanding reservoir 
of opportunities. In this context, the information service professionals should 
turn to resources outside their own organization for guidance and support. 
For example, he or she should develop strategic alliances with other institutions 
of higher education, research centers, and/or professional associations whose 
interests parallel those of the organization’s I /T programs. Instead of relying 
entirely upon homegrown solutions, the library manager might rely more 
heavily on outsourcing for specific expertise or on the cooperation of hardware 
and software vendors. Admittedly there are risks associated with the 
development and nurturing of these and similar alliances. However, in the 
long run, such an approach will establish a reliable support network for the 
organization’s IRM functions. 
F. 	 Technology Transfer and Change Implementation-In the area of technology 
transfer, the library administrator needs to become more creative in hidher 
exploitation of procedures and systems developed in cognate disciplines. Finally, 
perhaps the most critical success factor of all, the librarian will become an 
agent/prophet of change within hidher organization. The librarian will assist 
in the evolution of a corporate culture that is receptive to change and a work 
force that is willing to forego old work habits in light of technological 
innovations. In this context, information will be viewed as the life blood of 
the organization and the archivist as part of a highly skilled and dedicated 
team devoted to its enrichment and support. 
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For a more detailed discussion of this theme see R. M. Kesner. (1988). Information 
systems: A strategic approach to planning and implementation (pp. 1-13 et 
al.). Chicago, IL: American Library Association. 
Is See P. Lorange. (1980). Corporate planning. Englewood Cliffs, NJ: Prentice-Hall; 
P. Lorange, et al. (1986). Strategic control. New York: Publishing; J. Martin. (1982). 
Strategic data-planning methodologies. Englewood Cliffs, N J: Prentice-Hall; K. 
J. Radford. (1978). Information systems for strategic decisions. Reston, VA: Reston; 
and M. Khosrowpour. (Ed.). (1990). Managing information resources in the 1990’s. 
Harrisburg, PA. Idea Group. 
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The Library as Community Center 
BARBARAL. ANDERSON 
ABSTRACT 
THISARTICLE DEALS WITH the role that the public library plays as 
a center for community activities, as a civic building, and as a 
representative of government as it interfaces with citizens, and some 
of the problems and avenues of funding. 
INTRODUCTION 
Thoughts of a town bring a dreamy vision of rolling hills, a 
main street with shops, a fire department with shiny engines, the 
city hall sitting stately somewhere near the town square, a bank on 
the corner, the park with a bandstand, the schoolhouse somewhere 
near the downtown, and the library with its prominent steps and 
perhaps a sculptured lion or two at the entrance. Of all the buildings 
which make up the town, the library is the one which all may use- 
from the smallest child to the oldest senior citizen. When a community 
has a library, it somehow seems as if the community has achieved 
legitimacy, is solid, sure. As a governmental agency, the library reflects 
the organization of which it is a part-it holds the documents of 
the government, makes them available to the public, and it reflects 
that government in its interface with the community it serves. It 
also reflects the governmental concern for society being involved in, 
and responsive to, various social needs. 
The library is often one of the largest of the civic buildings. 
It is prominent in its location and in its fine architecture which 
represents the town. Andrew Carnegie, in his designs for public 
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libraries, acknowledged the majesty of the library building. This same 
look of substance, with a much different design, is being carried 
on in the new libraries of today. The Harold Washington Library 
of the Chicago Public Library is an example. Here the style of the 
building was chosen to fit into the traditional look of the downtown 
area and to carry on the tradition of fine architecture. The newly 
reopened Los Angeles Public Library blended its restoration and 
addition with the original 1926 style, restoring well-loved murals 
and enhancing the architectural detail. The San Francisco Public 
Library, currently under planning and construction, will be adjacent 
to the civic auditorium to enhance the city’s art and cultural status. 
The building itself is designed to accommodate the latest in the 
technology associated with the Bay area. 
The library in a new community is often one of the first buildings 
to be established, whether a storefront or permanent building. If a 
storefront building, it has the unique ability to attract people to 
that shopping area, that commercial complex, or that series of 
buildings who may not have come to that area before. The storefront 
library is complementary to other businesses in the complex, and 
the use of all the businesses is very likely to increase because of the 
presence of the library. In its commercial location, the library interacts 
with its neighbors as a business, and its programs and collections 
can directly address the concerns of the neighborhood-whether i t  
be providing job information for un- or underemployed, producing 
a trade fair, or providing meeting facilities and information for citizens 
planning for community improvement. 
As a new building, it is often one of the largest, adding heft 
to the civic center complex, and, because i t  is one of the first, may 
set the design and style for other buildings in the complex. The new 
civic center at Oceanside, California, integrates the library into the 
complex completely, adding public meeting rooms, plazas, and a 
corner anchor to the complex. An older example is the Marin County 
Library in the Marin Civic Center designed by Frank Lloyd Wright. 
A caution should be made, however, for this type of inclusion that, 
whereas it centralizes services for the citizen, lack of planning for 
community growth in terms of space and functional design may lead 
to problems as the community grows and its need for services increases. 
The library then may be in competition with other governmental 
services for space and may find itself needing to relocate to an area 
which can provide expansion space. 
The library focuses residents on one place for information and 
civic activity. It attracts many who may be unaware of other civic 
services and creates a positive image in its services, as opposed to 
some other services which may be regulatory in their nature and 
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may create, though unintentionally, a negative image. Residents 
closely identify with their library and are quite loyal to it. This is 
particularly true in smaller communities or in branch library locations 
which serve neighborhoods. The Friends of the Library, the literacy 
groups, the preschool story hours, the career and job centers, the 
business information centers, and so on, all provide individuals with 
opportunities to participate in the library as users and as supporters. 
The Yucaipa Branch of the San Bernardino County Library system 
is an excellent example. 
This community of 30,000 people has no motion picture theater, 
and only within the past few years has added several fast food 
restaurants. The city’s recreation program is full with many senior 
citizens participating. There are several very large churches, a senior 
high school, and a community college within the city. The library 
has a friends group of some 300 members, which has assumed 
responsibility for providing additional cultural and recreational 
outlets ranging from travelogues, author’s presentations, wine and 
cheese tasting, rare book auctions, arts and crafts displays, musicals 
and theatricals, as well as giving direct library service to shut-ins. 
The Highland Branch Library (California) became the meeting 
and discussion place for incorporation plans. After incorporation, 
the library was the first place for the new City Council of the City 
of Highland (50,000 population) to meet. Now that the council has 
moved to a permanent location and has acquired property for 
construction of a civic center, the library will again plan to lead 
as a key building in that complex. This same path has been followed 
by other communities. The Loma Linda Civic Center was located 
in the office buildings of the Loma Linda University. The branch 
library was located first in other university buildings and later in 
a storefront. In 1989, plans were made to construct a civic center 
to include city offices, fire station, and library. The overall design 
was coordinated, and the library was constructed so that the meeting 
room of the library adjoined a patio of the civic center with a large 
meeting room just beyond. These three areas-the large city meeting 
room, the enclosed garden patio, and the library meeting room- 
have been used as a unit for special civic, library, and community 
programs ranging from an Asian Festival to all-day training sessions 
which involved meals and breakout sessions, to musicales. The library, 
as an independent building, can be expanded when needed, or can 
be assumed by the city with another library building built on readily 
available land. This city of some 20,000 persons will be well served 
by this complex for many years to come. 
The Grand Terrace City Hall is an example of incorporating 
the branch library into the design of the building and further sharing 
398 LIBRARY TRENDS/WINTER 1994 
space. The City of Grand Terrace, California (12,000 population), 
is also fairly newly incorporated. The architectural firm of Wolff, 
Lang, and Christopher Architects, Inc., of Rancho Cucamonga, 
California, designed the two-story brick civic center to be energy 
efficient, compact, and easy for the public to use. Innovations included 
banking the planting at the side of the building halfway up the 
first floor, setting skylights in the length, and extending to the height 
of the building to take advantage of natural light; the use of many 
live plants within the building; a solar heating and cooling system; 
locating the council chambers at a level lower than the audience 
to reflect the attitude of government serving the people; designing 
the chambers to be used for a number of events including being 
a television studio; and placing the public counters off a central 
walkway with the offices supporting them immediately behind them. 
Walls are limited so that the public has easy access to the decision- 
making person. The community room, the public restrooms, the 
central hallway, and the central entrance are shared by the civic center 
and the library-they are one. There are no hallways nor public 
restrooms or meeting room facilities within the library, but these 
are immediately outside the door. The security for the building is 
maintained by the city, and library activities are an important part 
of city recreation activities. 
An additional benefit of this arrangement is that there is a close 
working relationship between individuals in city government and 
the library staff. The Friends of the Library active members include 
former mayors, city council persons, and city employees as well as 
members of the general public. There is no newspaper in this city 
which is surrounded by larger cities with newspapers, so the library 
newsletter is sent to each household as an insert in local water bills. 
Library programs addressing the needs of young undereducated 
mothers who are often unemployed, or programs addressing the 
problems that latchkey children bring to the library, directly address 
an economic situation. The ability to network with others in the 
same situation in a nonjudgmental environment adds to the feeling 
of self worth of these vulnerable people. 
The many literacy programs available in libraries assist the 
undereducated in becoming prepared for a better job, and, through 
the postings and information services in the library, allow the 
employer to recruit from an improved workforce. Library services 
which include material collection, services, and followup are 
extremely important as well as other programs-workshops on 
writing rhumbs, informational sessions on retirement and creative 
leisure time, job and career changes, improving computer skills, 
personal finances and investments, and, of course, taxes. The literacy 
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programs, such as the California Literacy Campaign and the 
complementary program, Families For Literacy, further address the 
cycle of illiteracy by reaching younger children of parents involved 
in the literacy campaign. 
A State of Change: California’s Ethnic Future and Libraries 
(Jacob, 1988), a report of a conference on ethnic awareness funded 
by the California State Library, pointed out the dramatic changes 
in the ethnic population of California by the twenty-first century. 
New ethnic groups, by their numbers, are making dramatic impacts 
on communities, bringing with them old-country cultures and having 
to adapt to totally new ones. The needs of traditional minorities 
who may have been here for generations-the blacks, Native 
Americans, Hispanics-have yet to be resolved. The number of new 
immigrants, particularly from Southeast Asia and Latin America, 
is growing rapidly and, as our governmental bodies struggle to 
understand and to deal with the impact they make on the 
socioeconomic-political system, it is the library, through its variety 
of resources and ability to collect and search, which will assist those 
making decisions which affect personal lives as well as those who 
are attempting integration into this society. The library is sensitive 
to the changing nature of cities due to this immigration, the evolution 
of rural communities to suburbs, and the impact this has on the 
family structure and the environment. 
Local historical groups have traditionally found a center in the 
library. As new technology is added to the library’s arsenal of tools, 
the historical societies, archivists, and students have found the library 
to be an even greater resource. The library’s commitment to preserve 
a record of local history has led to seeking out, microfilming, and 
indexing local newspapers. Sometimes this has meant that the news- 
paper is no longer being published and the papers themselves are 
scattered in several garages, private collections, and the library’s own 
collection. Working with commercial microfilm agencies when in- 
house capabilities do not exist, the library serves as a collection and 
organizing point for microfilming and making available these papers. 
In larger libraries or more inventive smaller ones, other cultural 
opportunities are given to the public. The San Diego Public Library 
has perhaps the oldest ongoing concert series in the city. The lawn 
in front of the Riverside (California) City and County Public Library 
has a summer series of films for the family. In many libraries, the 
meeting room is often called the community room and may bear the 
name of some local hero or celebrity. This room often serves as an 
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extension of the meeting rooms in city/county government, or i t  is 
used for conducting CPR classes, a polling place, or a homework 
center. 
Through its community involvement and reflection, the library 
and its staff are often a part of the community group which is making 
decisions on the direction of the city. Librarians serve on planning 
task forces, participate in various networks, and serve on committees 
which address community needs. The Children’s Network, a grouping 
of services serving children (primarily social services, probation, 
schools, and so on), includes San Bernardino County Library 
representatives on the policy council and its committees. Of ten the 
concerns of the network center on, life and death situations for 
children, but there are many times when the library can participate. 
In a conference directed primarily at care providers and social workers, 
the library presented workshops on multiculturalism through 
children’s books, storytelling, and literacy. 
Looking beyond the physical library is the perception of the 
library as a neutral place, a place where divergent ideas and people 
with differing lifestyles, education, and economic levels can gather. 
Here is where the very successful California Literacy Campaign is 
centered, where the grandparents and books program is based, and 
where discussion groups are held on any range of civic and social 
concerns. Environmental impact reports requesting citizen input and 
information on federal job openings may sit side by side on a shelf. 
The minutes of the governing board of supervisors or city council 
are current, with the librarian answering questions on meeting dates 
and the process for speaking before the group. 
The library’s quiet is also a mediating presence when tempers 
run high. The problems of the community with “city hall” may 
be reflected in the information the library carries, but the destructive 
violence in the street does not often carry over into the library itself. 
For the most part, the library is still respected for its ability to provide 
a respite or a place of reason in the abstract. In the day-to-day 
operation, the library faces the problems of society, and each library 
must find a way to deal with street people, those who should be 
institutionalized, overwhelming numbers of students, demands being 
made for more and more materials/information when budgets are 
limited, vandalism, and so on. This raises the questions, Can libraries 
meet all of the needs voiced? Can we be everything to everybody? 
How do we choose? 
Even though it is a part of government (city, county, parish, 
state, and so on), the library is not viewed by the general public 
as such. It is apolitical. As an often central governmental building 
open to the public and providing the conveniences of restrooms, easy 
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chairs, and, of course, good reading and program material, the 
homeless and the unemployed are attracted. Working with 
governmental and social agencies, the library is able to focus its 
specialized skills on these problems as a resource to both. The library’s 
organizational and collecting skills focus on providing information 
to the job seeker and the employer, to the governmental caseworker 
and the individual case person. Information and referral files which 
feed back into the city databases, such as that of the Pasadena Public 
Library (California), and are available to the job provider as well 
as the job seeker, strengthen public support. 
The public library, dependent upon tax revenue and operating 
within a governmental structure, is highly aware of, and affected 
by, the social and economic concerns around it. In California and 
Massachusetts, consumer tax revolt left their marks on the ability 
of the public library to operate. The current social and economic 
uncertainties as well as the changing ethnic demographics dictate 
the manner in which the library operates. 
Traditional sources of income, such as property tax or 
redevelopment passthroughs, cannot provide the funds necessary to 
carry on the operations of the library, as these funds may be rerouted 
to support other services or agencies. Proposition 98 in California 
and the ensuing AB8 provided for the shift of funds earmarked for 
special districts (which included county libraries) to the K-12 
educational system. General Fund libraries also lost support as the 
library and other departments of the county competed with local 
law enforcement for funds. 
Libraries need a dependable financial stream. It has been 
suggested that a pay-for-service plan be developed to support libraries 
with the public voting on which services they want and need and 
all others being abandoned or deemed unnecessary. Socially conscious 
public libraries find this difficult to accept. In the emerging awareness 
of the promise of a multicultural society, which includes many who 
do not have a free public library background, where outreach services 
are beginning to be reflected in usage, it would be difficult to obtain 
the needed support for charging for basic services such as book loans, 
attendance at a story hour, or answer of information or reference 
questions which do not require expensive database searching. It would 
also be difficult to defend charging for some services which had been 
considered basic to a user group which might not be able to pay. 
Would information and library use then belong to the privileged 
who could afford them? 
There are situations where such a dependable financial source 
can be encouraged. Joint marketing of the library with other 
services-such as museums, parks, arts groups-can save funds. 
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Publicity which includes all promotional activities-such as a jazz 
festival, folk festival, and so on-can provide some saving of funds. 
These can all be a way to augment local property tax receipts 
where public libraries receive between 85 and 95 percent of their 
funding from local sources and approximately 5 percent, mostly 
indirectly, from federal sources. An attempt was made in preparation 
for the first White House Conference in 1979 to propose a National 
Library Act to increase federal funding for libraries. This was 
unsuccessful, and so the major federal funding support is through 
the Library Services and Construction Act titles which, over the past 
thirty or so years, have been funded at a minimal level. 
The use of other taxing or assessment authorities could provide 
additional funds-the transient tax, bed tax, additional local sales 
tax, and so on. Community Development Block Grant Funds, which 
address blight in improvement of communities, may sometimes be 
used for library construction or alteration. Where grants come to 
communities for social programs, i t  is possible for libraries to receive 
some of this funding as the library program melds with the purpose 
of the grant. Federal grants which go to Indian tribes for furthering 
of library service can also be molded into a library which is also 
a community center, or contracting with a nearby public library to 
provide assistance to upgrade staff skills or assist in collection 
development. This is particularly interesting as it would allow 
libraries on tribal lands to also become the collection point of tribal 
memories and histories. Federal funding for the direct support of 
libraries through programs such as the MURL grants (Metropolitan 
Urban Resource Libraries) might be expanded to include all libraries 
to a minimum level or to assure that local libraries will not fall 
below a designated level. This last could be a staggered amount 
dependent on the local level of support so those which are at the 
lowest levels will be raised and those at the higher level will still 
find an incentive to continue to improve their libraries. The 
networking efforts available in many states should be encouraged 
as they supplement, rather than supplant, local libraries. 
In all, public libraries have historically been a part of community 
government and have themselves been community centers. This is 
a difficult time for funding of both, but their paths are coterminal 
in providing the best resources, the best representation, and the best 
government for the people they represent and for being responsible 
members in society. 
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The Library as a Business: Mapping the 
Pervasiveness of Financial Relationships in 
Today’s Library 
SHERMANHAYESAND DONBROWN 
ABSTRACT 
THISARTICLE IS ATREND ANALYSIS, using the college library as a model, 
which maps internal and external financial contacts in order to 
develop an awareness of the pervasive complexity of library financial 
dealings. Topics for consideration include: the degree to which all 
the library units have financial transactions within the parent 
organization and with outside providers of goods and services, placing 
the library in perspective as a component of the parent organization 
in terms of financial credits and debits. The library is considered 
as a unit of the worldwide financial infrastructure. The article will 
also provide an analysis of financial causal factors responsible for 
increasing library organizational complexity as well as trends in 
financial relationships that can lead to the provision of top quality 
library services. 
INTRODUCTION 
Finance, money, investments, fund-raising, contracts, leasing, 
budgeting. Do these words seem to dominate the librarian’s life today? 
For any library administrator, fiscal management has always played 
a dominant role. However, it is interesting that financial health, 
activities, and related issues are central to the daily functions of an 
increasing number of staff. 
If the concept that “the library is a business” seems passe, this 
essay will have no appeal. If one were to map the financial rela- 
tionships and examine the energy that goes into those relationships, 
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Figure 1. Internal financial relationships 
it would be clear that the library is a business and will continue 
as a business for the foreseeable future. 
Total Quality Management (TQM) has stormed into industry and 
libraries with as many variations of themes as there are consultants 
promoting the concept. Libraries are no different from businesses which 
have found insight in to financial relationships and organizations from 
the writings of W. Edwards Deming (Neave, 1990; Walton, 1986). One 
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constant TQM theme stressed by Deming is the need to understand 
relationships. 
0 Who are the customers? 
0 How does work get done? 
What internal relationships affect quality? 

0 Who are the key players and teams in the organization? 

Deming stresses analyzing activity within the organization. Mapping 

the relationships visually forces one to think through implications. 

The following figures map current financial relationships on several 

levels. With the library as the central single unit: 

0 What other units in the parent organization does the library deal 
with financially? 
0 With what external financial institutions, vendors, and individuals 
does the library have a financial relationship? 
0 Which library staff at what intensity deal with these financial 
rela tionships? 
0 How is the library perceived as part of larger industries? 
The following figures will document and confirm the increasing 
number and complexity of library relationships and enable one to 
understand and improve financial methods and approaches. 
Major findings from this mapping are: 
0 	Financial relationships touch almost every unit on campus. 
Relationships can be broken into subcategories to explain how 
one unit interacts with other units. 
0 	Relationships can be multiple. Many units could be placed in 
several subcategories. The authors chose to categorize them as 
dominant roles but believe that multiple relationships are equally 
critical to management success. 
0 	Although this is a college model, all libraries have a multitude 
of internal financial relationships i f  they are part of a larger parent 
organization. 
0 	Any sense that the library is an independent agent within the 
organization is quickly dispelled. 
External relationships are another part of the financial model. 
Again, the categories chosen to review library operations are not 
inherently good or bad. Each institution may pick and choose 
whatever plan makes sense to them. As shown in Figure 2, some 
patterns are different from previous years. 
New technology vendors evolve into two subcategories. Some 
come from traditional libraryhendor relationships and are set up 
as such. Many were never part of a traditional library company or 
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Firrure 2. External financial relationships 
service and have introduced increased complexities in leasing, 
planned obsolescence, and maintenance contracts. Bentley College's 
Computer Center has increased its service role and control over 
technical aspects because it has special expertise in many of the 
financial areas of technology management. 
Cooperatives/vendors are an important financial entity in the 
library external market. Along with traditional cataloging coop- 
eratives, there is an increasing number of technology and purchasing 
cooperatives. Cataloging cooperatives are expanding services and 
prepayment systems (acting as a bank of sorts) and have become 
jobbers competing against traditional library vendors. 
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General service vendors compete against traditional internal 
suppliers (see Figure 1). Privatization of complete libraries is 
interesting as it shifts the library from an internal entity to a general 
service vendor role. Even as most institutions still support their 
libraries directly, services such as custodial/cleaning, printing, 
photocopy, physical building maintenance, payroll, travel, 
consulting, legal services, and communications which were formally 
provided by campus-based units may now be provided by outside 
private contractors. What was a financial relationship of internal 
billing, charge backs, negotiated goodwill, and budget exchanges is 
now straight purchasing from an outside vendor. 
METHODOLOGY 
After analyzing the library in relation to outside units, the authors 
visualized these relationships in comparison to subunits and 
individuals within the library. Figure 3 uses a contact count as 
measurement. An additional analysis should be done to weigh the 
contacts for time and importance to see which staff most actively 
controls the financial relationships within the library. The initial 
result demonstrated that no staff member was immune from extensive 
financial contacts and decision making within the library. There 
were logical priorities and flows, such as administration, having the 
most contact and control. Serials may seem to have fewer varieties 
of contacts but, in reality, almost all of their dealings with a narrower 
set of contacts were financial. Questions can be asked: 
Is centralization of financial activities an important variable at 
your library and parent organization? 
0 	If the entire staff makes financial decisions, are they also informed 
of the library’s budget and financial priorities? 
With so many people involved in finance, are there sufficient 
auditing, security, and control systems in place to protect the 
library? 
0 	With so many people involved in finance, are there too many 
controls and/or paperwork trails involved? Do people have 
independent authority and responsibility? 
0 	After mapping the financial relationships, are there logical changes 
that need to be made to improve the relationships and workflow? 
0 The next three graphics attempt to help the manager reorient his 
or her analysis of financial relationships to a bigger map. The 
relationships that libraries most regularly influence and control 
are described in Figures 1-3 (Internal Within Library, Internal 
Within Parent Institution, and Direct External Contacts). 
THELIBRARY’SROLE 
The library may be the “center” of campus but, in financial 
terms, it is usually a very small part of the infrastructure and an 
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Undergraduate 
Figure 3. External and internal financial relationships within departments 
and units of the library 
even smaller part of the revenue-generating stream (see Figure 4). 
Librarians need not be defensive about this statement, but it may 
help to explain the perception in libraries of lost influence and power. 
The influence and power libraries have is related to need, services, 
tradition, and customer satisfaction but seldom comes from financial 
clout or centrality to the financial health of the parent institution. 
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Expenditures Revenues 
Institutional 

Student Services 

TuitionDorms EndowmentBuildings Grants 
etc. etc. 
95.5% 99% 
Library Library 
4.5% 1% 
Figure 4.Financial role of library within the college as a whole 
Figure 5 carries the analysis one step further. The library is part 
of one college that is part of higher education that is part of the 
world’s various industries. This analysis does not attempt to 
discourage or depress the library manager by recognizing this 
smallness. It is used to recognize and understand that all kinds of 
financial decisions come into our management influence from 
outsiders who do not have the library in mind. These outside forces 
include accrediting organizations, accounting standards boards, 
professional organizations, and government agencies that control 
financial institutions. 
FINANCIALCONTROL 
Complex vendor relationships are also increasing, as shown in 
Figure 6. Vendors who sell to the library market face the same dilemma 
as do libraries. They are a small part of a bigger industry that puts 
unpredictable financial pressures on them. Much of the publishing 
industry is part of the radically changing entertainment industry. 
Computing serves so many markets that one wonders if libraries can 
financially influence any of them. Higher education depends upon 
the financial health of primary and secondary education to provide 
them with a knowledgeable student to work with in the college years. 
The financial health of secondary education definitely affects the 
sophistication of the library user upon entering college. 
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Your Lit 
Nigher 1 
World 
FiRure 5. The relationshir, of “your library” to world industry 
Many times the library market is so small that the bigger industry 
needs to impose pricing, dynamics, and financial techniques that, 
while not well suited to libraries, serve, in their judgment, a more 
important industry customer. For example, we all wait to see if the 
consumer market will drive down the cost of certain interactive video 
products so that we can afford to purchase the educational end of 
that new format. 
The authors used the college setting to demonstrate relationships 
because they know that area best. However, both have worked in 
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Figure 6. Vendor relationships with libraries 
public libraries, technical libraries, and private industry. In fact, while 
each type of library does have some distinctive characteristics, there 
are more similarities than differences among them: 
The library is usually part of a larger financial entity and seldom 
the final arbiter of its financial future. 
0 	The internal accounting operation of the library may be designed 
and flexibly applied by librarians, but the majority of the structure 
is applied by outside authority, standards, and rules. 
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0 	Most financial decisions guiding the overall parent institution (such 
as colleges, cities, government agencies, corporations, schools) are 
not made by librarians. A large number of professional business 
and finance personnel outside of the library have the greatest 
influence on financial systems and strategy. 
0 	Customers-whether they be patrons, faculty, students, or 
children-are seldom the final financial decision makers. These 
decisions are made by administrators, boards, supervisors, business 
offices, and budget officers. 
0 	Technology, although selected by librarians, is seldom initiated 
or designed by librarians directly. The recent popularity of the 
CD-ROM did not come from librarians as designers but rather 
from vendors in the information business. 
0 	There is interdependence among providers of library services with 
the service provided being part of the other unit’s budget rather 
than a charge back (e.g., utilities). In a study done twelve years 
ago, one institution found that fully 40 percent of the true resources 
spent on the library came from budgets not controlled by the 
library. 
0 	While most financial resources come through the budget, there 
are increasingly diverse sources such as charge backs, customer 
fees, outside grants and endowments, special deals with vendors, 
services contributed by other departments, and bartering. 
0 	Tracking expenditures and revenues and strategic financial 
planning has shifted to computer-assisted systems. There may be 
increasing information available about how librarians spend but 
there may not be more wisdom from the new data. The budget 
remains the primary financial tool as opposed to the profit/loss 
or revenue/expense statements in the for-profit entity. 
CHANGING ENVIRONMENTFINANCIAL 
After mapping the financial complexities, the authors believe 
that the librarian will understand that relationships are important 
and changing. All the conversations, experience, and literature have 
firmly convinced the authors-even though they cannot really prove 
it-that relationships are more complex. If they are right, it is logical 
to ask why relationships are different and more complex? Consider 
the following. 
Business Modeling 
The institution’s use of the business model has increased. Concern 
for the patron, service orientation, high quality product, and cost 
benefit analysis are concepts that have come to the library field directly 
from business and have been accepted as central to the administrative 
model. As one uses business analogies, i t  follows that business 
financial priorities become central. 
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Fees and Cash Flow 
As never before, libraries have introduced many direct services 
that collect money from patrons. Special libraries have always had 
a more direct business relationship with their management than other 
libraries. To accommodate their “entrepreneurial operations,” they 
have increasingly set themselves up as cost, profit, or charge back 
centers. Many large public libraries and even some smaller ones have 
semi-independent services that charge fees for nontraditional 
assistance such as database searching. Many libraries are heavily 
involved in the business of copy services, vending, rental of meeting 
space, bookstores, gift shops, charging for reserves, and other revenue 
projects. 
FINANCIALTECHNOLOGIES 
The greater financial community continues to introduce 
technologies and techniques that filter through to library operations. 
Electronic transfer of funds is standard. Patron credit cards pay for 
library services, and vending systems dispense cards for photocopying. 
Cash management and investment techniques are more sophisticated, 
and business managers are much more cognizant of budget patterns 
and cash flow into the library. 
FORMATEXPLOSION 
Traditional financial practice in libraries, in addition to 
management/budgeting issues, was centered on the acquisition of 
print materials and evolved as the industry changed. Libraries 
struggle with increasing journal costs vis-A-vis book titles. The 
internal fight among formats has been fought mainly with the same 
budget pool. Automated services have been funded with new money 
and some money from traditional sources. Even as formats have shifted 
to computer technology, it still behooves the indusvy to monitor 
the book, journal, and other traditional print source finances. Just 
because there is more on the “library plate” does not mean that 
acquisitions librarians can waver in their unstinting efforts to buy 
more with less. 
FUND-RAISING 
Fund-raising is the watchword of the 1990s. As traditional 
resources shrink, libraries turn to the magic of outside funding. The 
librarian may always have been perceived as a fund-raiser, particularly 
at large institutions, but it is safe to say that the idea that every 
single library and almost every single librarian should be fund-raising 
is a fairly recent phenomenon. With fund-raising comes a greater 
need to understand techniques, methods, and approaches not only 
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in raising money but also in investing, protecting, and managing 
money outside the standard budget. 
INCREASEDTECHNOLOGY 
Increased technology and dependence on it to deliver services 
has brought with it increased costs; sophisticated payment systems; 
and expenses for leasing, repairs, telecommunications, replacement, 
planned obsolescence, software development costs, and equipment 
purchases. With local automated circulation and cataloging, remote 
database searching, video/satellite technology, interactive videodisc, 
CD-ROM, local and remote database tapes, the Internet, office 
automation, financial reporting, and purchasing automation and 
graphic systems, there is no part of today’s library that is not 
automated and libraries must deal with questions of how to purchase, 
maintain, and expand such technologies within a constrained 
financial setting. 
THEPROFESSION’S TO CHANGERESPONSE 
If finance and its relationships have become as central to the 
library world as the authors think, one could logically ask whether 
the response of the profession supports that hypothesis. Financial 
literature, as reflected in this special issue of Library Trends, definitely 
is on the increase. The Library Administration and Management 
Association (LAMA) of ALA has its own journal, Library  
Administration 6. Management, introduced within the last ten years. 
While it covers all management issues, a quick review of its contents 
shows significant topics of finance, funding, and payment for 
technology. Other journals regularly cover general and specific 
financial issues. The Bottom Line: A Financial Magazine for 
Librarians from Neal-Schuman has been published since 1986. 
Within the American Library Association, several divisions have 
expanded and restructured in response to financial issues and changes. 
The Fund Raising and Financial Development Section of LAMA 
was created in response to library needs. Within the Library 
Organization and Management Section (LOMS), the former 
Budgeting, Accounting and Costs Committee reorganized with a new 
mission as the Financial Management Committee. The recently 
created Fiscal and Business Officers Discussion Group has thrived. 
Since money, money, money is central to institutional health, financial 
programming for almost every division within ALA and other library 
organizations has increased. ALA itself has become increasingly 
visible in its internal efforts to maintain financial viability, provide 
economical services, keep up with technology, and improve its own 
financial record keeping. 
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The Fiscal and Business Officers Discussion Group, mentioned 
earlier, confirms that not only are there more positions identified 
with a fiscal component in their title and responsibilities, but also 
there are more hired for their fiscal rather than librarian background. 
From anecdotal evidence, this seems to be mainly at the largest 
institutions which seek talent from nonlibrarians in fiscal and fund- 
raising areas. 
The wide availability and popularity of the Master of Business 
Administration (MBA) program has encouraged librarians to secure 
this degree. Sherman Hayes, co-author of this article, received his 
MBA twenty years ago. At that time he seemed to be a rarity within 
the library world. Today this specialty degree is frequently held by 
librarians. The Ph.D. continues to be the degree of choice for top 
management, particularly in academic settings, but the MBA is also 
a viable way for library managers to increase their skills. 
CONCLUSION 
If their speculation on business trends seems accurate, the 
question logically follows, What is next? 
More of the same. There seems to be no financial relief in sight 
for the decade, and all librarians will be forced to be financial 
managers whether they want to or not. There are fewer positions 
in higher education and other library settings. Those who remain 
will have to do more with less. We could move to technology as 
the savior. Many doubt whether it will really save them, but it 
is here to stay both in new media and those not yet introduced. 
The profession must continue to look to library schools and each 
library’s internal training program to ensure that financial issues 
are covered early and often. It is critical that new students 
understand the opportunities/pitfalls of the new technologies and 
the implications of funding and the resources needed to support 
them. 
The profession also needs to be careful that finance does not become 
“the tail that wags the dog.” Although there needs to be continued 
financial discussion and guidance, librarians must remember their 
primary business, who their customers are, and the models and 
visions that guide them. Finance is about managing and paying 
for the vision, but i t  is hoped i t  does not become the only model 
and vision in the end. 
Relationships, those outlined in this article and others, will become 
the final arbiters of whether a library is successful. Few libraries 
can stand alone now. Other entities within the parent institutions 
and the external world will be critical to their success. 
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0 	Relationships growing out of technologies between libraries and 
computer centers will continue to evolve. One area of this evolution 
is financial. Libraries have controlled the majority of resources 
related to print/text sources in institutions, and it follows that 
librarians have greatest management influence and financial 
control over corresponding issues. It has not been the case for 
computing, electronic information, and other new media outside 
the library. 
0 The high cost of building and managing local, regional, national, 
and global networks and central computing power has fallen 
mainly on computer specialists outside the library. Since resources 
have flowed to the computer centers of the world, it is logical 
that much of the initiative, guidance, and modeling has fallen 
to these as well. If libraries do not have financial control over 
their infrastructure, how can they have service control? This is 
a major implication of the new financial realities as the profession 
moves into new technologies. 
The computer center has become central to the entire institution. 
It cannot afford to take full management control of the resources 
but must work as a partner with a wide variety of units. This 
partnership in technology flows to a partnership in financial 
relationships. In fact, this partnership is reflected in almost every 
aspect of the parent institution. Libraries that thrive in the 1990s 
will be those that work best within their financial relationships 
both inside and outside the institution. 
0 	The financial services industry will continue to innovate. 
Accounting and finance standards boards will make decisions 
having broad impact on our institutions. The private information 
sector will obviously not sit still. The combination of organizations 
and media, such as cable T V  and telephone, will have profound 
effects on the services a library offers and the services patrons 
receive from other vendors. 
One of the first lessons a library manager learns, and it can be 
painful, is that the library is seldom the driving force or innovator 
in the financial/service area. This is not because the profession 
is not innovative. Rather, as a service organization within the larger 
parent organization, libraries do not determine institutional 
priorities but respond to them as best they can. While not without 
a voice in setting priorities or influencing change, libraries are 
seldom the final decision makers for cities, towns, school districts, 
colleges, universities, or companies. This statement will be true 
for as long as they are not the primary unit in the institution. 
“Just in time” and “just in case” models for acquiring information 
highlight an important financial dilemma for most library 
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managers. Managers get their money in lump sums that lend 
themselves to “just in case financing.” However, more services 
demand the structure to purchase with “just in time payments” 
without knowing the cumulative payment demands. For example, 
if a library wants to budget for a service that charges for each 
use in variable quantities, it can: 
-set aside a flat budget, pay for the service until it hits the budget, 
and stop providing the service; 
-set aside a budget and rob from other funds when it exceeds 
that budget; 
-charge the customer directly with no budget impact; 
-decide not to get the service; 
-negotiate to have the service at a flat rate so it no longer is 
a variable headache. 
Special libraries do an excellent job of shifting their internal 
funding schemes and structures to better handle “just in time” 
payments. The rest of the industry has not made that shift and 
libraries do not know if  they can since they are not, as yet, tied 
to revenue or profit centers. 
Increased leasing, flat rate database searching subscriptions, flat 
rate software licensing, flat rate bundled equipment and CD-ROM 
services, and prepayment plans for standing orders all reflect efforts 
by libraries and vendors to respond to the financial limits of most 
libraries. The financial model emulated is that of the continuation 
and the journal. The title becomes fixed in the library’s mix of 
offerings and, it is hoped, becomes a steady and ever-increasing 
flow of cash to the vendor. Use may vary within the library, but 
the payments remain steady. Of course all the problems plaguing 
serial subscriptions related to price increases above inflationary 
rates will surely start to be a factor with these new “flat rate” 
services. 
When libraries controlled “print only” materials, they set aside 
monies to manage in a logical manner and controlled the “just 
in case” scenario. The introduction of more vendor controlled 
services (remote databases) called for new funding, accounting, 
and financial control systems which have not necessarily followed. 
As parent entities are buffeted financially and technologically 
by market forces and changing workforce issues, libraries can only 
expect the same. The financial complexity will increase; relationships 
will become more critical; and library managers will need more skill 
in financial matters, services, and human resources. 
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There is no magic formula to combat the world’s increasing 
complexity, but there are tools available to help one manage 
financially. Map and study library relationships. Read library and 
management financial literature. Speak with other people in the 
parent organization about financial issues. Understand their world. 
Review the core of important values for both the library and its 
staff so that finance does not become overwhelming. Remember why 
you chose the library profession. Financial issues may be part of 
the reason but seldom the only reason. Participate in professional 
organizations to learn and share. Encourage training in financial 
management among your library, other parts of the institution, and 
at library schools. Remain skilled in your thinking and flexible about 
using the financial resources at your disposal. 
Finally, remember that the forces pressing down upon libraries 
are the same as those that press down on almost all of the world’s 
industries. The library is part of a rapidly changing, complex world 
and change is the only financial constant. It will not get any simpler. 
The institution will continue to need the librarian’s financial skills 
in the struggle to provide the best possible library services with the 
resources available. 
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Strategic Planning and 
Program Budgeting for Libraries 
BARBARA AND SHERMANM. ROBINSON ROBINSON 
ABSTRACT 
THISARTICLE WILL EXAMINE what products and services libraries offer 
their customers, define some of them, and show how to calculate 
the full cost of providing them. Program budgeting and cost-finding 
methodologies are outlined that will help administrators perform 
“strategic budgeting”-i.e., defining what services to keep, where 
to cut back, and what to eliminate in their own library. 
INTRODUCTION 
Like many other American enterprises in the 199Os, libraries are 
being asked to perform what sounds like a magic trick. They are 
to downsize, economize, and streamline, while at the same time 
improve quality and provide customers with services they value. And, 
as i f  these challenges are not enough, libraries are in the midst of 
a fundamental transformation brought about by technology. 
Thoughtful library directors are trying to envision what the library 
will look like in the next few years as technology blurs the definition 
of the physical library with a physical collection (ownership) to that 
of a virtual library with a virtual collection (access). 
Managing in a time of change requires that library directors 
think strategically and challenge assumptions about traditional roles 
libraries have played in the past. Library administrators are beginning 
to redefine their library’s mission by asking themselves, their staff, 
and their clientele, What business is the library in now? What business 
Barbara M. Robinson, Robinson and Associates, 3933 Morrison Street, NW, 
Washington, DC 20015 
Sherman Robinson, 207 Giannini Hall, University of California, Berkeley, CA 
LIBRARY TRENDS, Vol. 42, No. 3, Winter 1994, pp. 420-47 
0 1994 The Board of Trustees, University of Illinois 
ROBINSON & ROBINSON/PLANNING AND PROGRAM BUDGETING 421 
should the library be in? What services should the library offer? What 
products should it produce? 
Many library directors are facing hard choices. They have the 
difficult task of reallocating existing dollars in an effort to introduce 
new services in response to customer demands; capitalize on 
technological advances; continue to provide products and services 
which have a proven track record; and ensure that internal library 
operations needed to produce products and services are supported. 
How does the library director of the 1990s respond to these and other 
challenges?As one library director of a very large public library put 
it: “It is easy to manage when there is lots of money around. The 
test of a really good manager is running an effective operation when 
money is in short supply.” 
This article has two thrusts. First, it focuses on strategic planning, 
inviting library administrators to take a closer look at the services 
they offer; consider whether the services they offer support the mission 
of the parent institution (and therefore of their library); clarify what 
business(es) they are in now; and consider what businesses to enter 
in the future. In doing so, the answers to the following types of 
strategic questions begin to emerge: Should we be offering this service 
or producing this product at all? What is our competitive advantage? 
Second, the article outlines a cost-finding methodology that 
enables library administrators to engage in “strategic budgeting”- 
that is, the decision-making that relates inputs to outputs in deciding 
what services to keep, what to cut back, and what to jettison within 
their own library. It is important not only to know what percentage 
of the total budget is being allocated to each product or service, but 
also to identify what ingredients went into each slice of the pie and 
what the effect would be of cutting out or cutting down on one 
or more ingredients. Many libraries in this country have not been 
able to answer these questions fully because they have been 
constrained by the type of information that their line-item budgets 
generate, which, in turn, constrains them to think in terms of line 
items rather than programmatically. 
Armed with management information-generated by our cost- 
finding methodology-they can answer the following questions: 
0 How do we spend our resources? 
0 What shares of the total budget are devoted to each of our services? 
What is the composition of the resources allocated to each of the 
services? 
0 	What are the costs for each unit of service delivered (assuming 
that output measures are available)? 
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What resources could we reallocate to support an existing service 
or to start a new service? 
If other libraries use the same cost-finding methodology, i t  is 
then possible to compare costs across libraries offering the same service. 
Cost comparisons serve a number of useful purposes. They provide 
a reality check because they help to answer strategic questions like: 
0 	Can another library or business do i t  better (more effectively) and/ 
or in a less costly way (more efficiently)? 
If this is so, how do they manage to do it? 
Can we manage our costs better, learn from other libraries, and 
become more competitive, or should we let others take over that 
service? 
Reliable cost data are also essential to determine how much to 
compensate a particular library, or libraries, for providing a particular 
service or services. Our cost-finding methodology has been used both 
by library administrators seeking to gain a better understanding of 
how they spend their money and by those needing to calculate the 
cost of service for compensation purposes. The examples we use in 
this article are drawn from a study of five public libraries in Monterey 
County, California (Robinson, 1991b, 1991~). 
While the cost-finding model provides valuable information, i t  
does not directly answer questions relating to the “quality of service.” 
For example, one cannot assume that, because a service costs more, 
it is better quality, or that if a service costs less then it is inferior. 
Determining quality requires evaluation of the finished goods, which 
is not part of the focus of this article or of this methodology. 
STRATEGIC IDENTIFYINGPLANNING: 
PRODUCTSAND SERVICES 
Looking at the library from a distance, it is evident that libraries 
maintain a collection not only to provide information to external 
clients, but also to support library staff who use the collection to 
deliver a variety of services to customers. In addition, libraries provide 
a variety of other services that do not draw on the information 
resources that are maintained or accessed. 
Collection-Related and Information-Related Services 
The library provides customers with access to information and 
materials, either through the library’s own collection or by accessing 
outside resources.’ Customers go to the library to browse, to find 
materials, to borrow, to get questions answered, and to photocopy 
materials in the collection. Some of these activities customers can 
handle by themselves, while others, such as getting reference 
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assistance, depend on the librarian serving as an intermediary or 
information counselor (Dosa 8c Nusberg, 1993). 
Indeed, librarians provide a very labor-intensive and highly 
skilled “intermediate service” which we refer to later as “collection 
maintenance,” which encompasses the many activities they perform 
to maintain and expand the physical and virtual collections. In 
addition, librarians invest energy in developing tools to provide 
shortcuts for finding information, which they use on behalf of their 
customers, or which their customers can use directly. For example, 
they create union lists of periodicals, bibliographies, pathfinders on 
particular topics, vertical files, and the invaluable “rolodex” found 
on many reference desks.‘ Academic and school libraries place 
additional emphasis on teaching their clientele how to find 
information themselves-that is, they provide “bibliographic 
instruction” services. 
To add value, public and school libraries provide other collection 
and information-related services, such as reader’s advisory services, 
book talks, and story hours, and special libraries provide selective 
dissemination of information (SDI) and other types of current 
awareness services. Over the last decade, many libraries have gotten 
into the business of creating and maintaining specialized online or 
CD-ROM databases. Some of these databases are for internal use only, 
while others are commercially available. For example, the American 
Association of Retired Persons produces “Ageline,” a database of 
references to the English-language literature on aging, and the Center 
for Banking Information at the American Banker’s Association 
produces FINIS, a database of references to banking literature. The 
National Library of Medicine has invested much time and resources 
to develop Grateful Med, a front-end designed to make Medline, their 
own database, more user friendly. 
Other Types of Services 
Libraries provide a variety of services that do not draw on the 
library’s information resources. Public libraries, for example, provide 
relatively safe, quiet, and clean “public space” which houses pay 
telephones, restrooms, work and relaxation space, public meeting 
rooms, and gallery space to exhibit items that are not part of the 
library’s collection. In addition to attracting clientele who come to 
make use of the collection and information resources, public libraries 
attract all kinds of other clientele, such as those who need a place 
to go: latchkey children; teenagers seeking a social center; the homeless 
seeking shelter; the unemployed, who are looking for a destination 
but are not interested in using the collection; and providers of certain 
services such as literacy and English tutors. 
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Like public libraries, special libraries also serve as a refuge for 
employees of their organization. A law firm librarian in Washington, 
DC, reports that she provides safe harbor for the firm’s lawyers who 
retreat regularly to carrels, with doors that lock from the inside and 
which have no telephones, so that they can get their work done. 
A librarian at a public policy think tank in the same city reserves 
one carrel for the exclusive use of an eminent economist, who depends 
on the library to safeguard his retreat from the barrage of demands 
that others make on his time. 
Both public and academic libraries provide photocopying 
services. Most public libraries have coin-operated machines and many 
academic libraries also run photocopying services, which they 
subcontract to commercial concerns who locate their operations in 
the library. This type of photocopying may be unrelated to the use 
of the library’s resources-that is, people use the library’s equipment 
for personal copying. The same may apply to the use of micro- 
computers provided by libraries. 
Other types of services include maintaining the parent 
organization’s corporate archives and/or handling the records 
management function for the entire company. A number of special 
libraries handle the organization’s switchboard and several handle 
the toll free information number for the organization. They may 
serve as a purchasing agent for materials that are not part of the 
library’s collection, such as office collections or newspaper and 
magazine subscriptions for individual employees. For example, one 
special library in a large California bank is in charge of ordering 
6,000 copies of The Wall Street Journal for daily distribution inside 
the organization. 
Some libraries serve as a bookstore, both displaying and, in some 
cases, handling the sale of the organization’s publications. Many 
public and academic libraries convert a space into a “second-hand’’ 
bookstore on a regular basis. They sell their own discards and those 
contributed by others. 
Supporting the Library’s Mission 
The earlier discussion underscores: (1)the wide range of products 
and services offered by libraries; (2)the importance of determining 
how many businesses a library is really in; (3)whether library resources 
are being spent on the right businesses; and (4) whether the library’s 
scarce resources are being allocated to the right businesses in the 
proper priority order. These issues can be framed as a series of 
questions, including the following: 
Do our current products and services maximize the use of the 
collection and/or access to information? 
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0 	Are collection-related services used by our clientele and/or by the 
library staff in providing services to clientele? 
0 If services provided by the library are not collection-related, do 
they support our mission and perform a useful function, which 
is valued by our clientele? 
Can we justify the amount of resources we are devoting to a specific 
product or service? 
0 Do we have a clear sense of how to prioritize our investment in 
our current products and services? 
0 	And, finally, what new products and services do we want to 
introduce and what will they cost? 
KEYSERVICES FOR COSTINGSELECTED 
IN THE CALIFORNIASTUDY 
In 1991, we did a cost analysis of the operations of five public 
libraries in Monterey County, California (Robinson, 1991b). As a result 
of discussions with staff in the study libraries, we focused on costing 
seven core services (or programs). These services supported their 
respective library’s current mission, accounted for most of their 
respective annual library expenditures, and were provided by all of 
them: “reference/clien t referral,” “interlibrary loan/photocopying 
for ILL,” “circulation/in-house use,” “collection maintenance,” 
“public space,” “in-house programs,” and “library administration.” 
In effect, these services can be thought of as separate programs. All 
other products and services, which did not fit into one of the seven 
categories, were clustered under the heading “other programs” in 
order to account for 100 percent of each library’s activities and, 
therefore, 100 percent of its expenditures. 
Referemelclient Referral 
Reference, as we define it, includes two major services: question 
handling and developing specialized resources. The “all other” 
reference category accounts for the remainder of reference-related 
services. We use the term “question handling” rather than “question 
answering” because resources are spent in the process of handling 
a question whether it is answered or not. Question handling and 
client referral are treated as one service because the activity of handling 
a question may result either in a librarian referring the question 
to another resource (question referral) or referring the client directly 
to that resource (client referral).3 
Question handling is also extended to reference staff in other 
libraries when providing interlibrary reference, and to internal ILL 
staff by providing “extensive” citation verification to expedite an 
interlibrary loan (ILL).4“Directional questions,” unrelated to the 
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collection (e.g., Where are the pay phones?) and “general information 
questions” about the library that do not require the use of the library’s 
collections (e.g., What are your hours?) are not part of question 
handling. 
To support question handling, librarians engage in developing 
specialized resources such as bibliographies, union lists of periodicals, 
pathfinders, and vertical files for use by the public and engage in 
collection development to ensure that the library’s resources will 
underpin question handling. 
All other reference accounts for reference staff time spent on all 
other activities such as reader’s advisory services and instructing the 
public in the use of reference-related equipment such as CD-ROM 
and microform reader/printers. Had these activities been significant 
consumers of reference staff time, we would have broken them out 
as separate services. 
Znterlibrary LoanlPhotocopying forILL 
Interlibrary loan and photocopying for ILL are combined as 
one service because we view photocopying for ILL simply as a 
disposable ILL. 
Circulation/In-House Use 
Circulation/in-house use combines two services: loaning items 
from the collection to customers, and providing customers with the 
opportunity to use the materials in the library (i.e., in-house). It 
does not include: (1) in-house use of the collection by library staff 
to perform their own work, such as handling questions, developing 
specialized resources, or ILL; or (2) time spent on public space 
activities such as those described earlier. 
Collection Maintenance 
Collection maintenance is an intermediate input that supports 
other library programs, such as reference/client referral and 
circulation/in-house use. Just as steel is viewed by the automobile 
industry as an intermediate input used to manufacture cars, so is 
the library’s collection used to deliver such services as reference, 
circulation/in-house use, and ILL/photocopying for ILL.5 
We view the activities (and subsequently, the costs) relating to 
the maintenance and expansion of the collection as part of this one 
program, regardless of which department or unit in the library handles 
them-i.e., ordering; acquisitions (including online searching of 
commercial databases); processing (including binding); cataloging 
(including using such services as OCLC or RLIN); first-time shelving 
(and first-time delivery of new items to branches and other outlets 
in a library system); binding; deselecting, weeding, and deaccessioning; 
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preserving; repairing; shelf reading; and on- and off-site storage.6 While 
the libraries in the California study were not involved in conservation 
and preservation programs at the time, libraries engaged in either 
or both of these activities would include them as part of the collection 
maintenance service.’ Similarly, online and CD-ROM represented a 
small expenditure at the time of the two studies and were simply 
included in “acquisitions.” 
Libraries providing extensive online services are likely to think 
of online searching as a separate service, the costs of which would 
be identified separately and then added to the total cost of collection 
maintenance. For libraries struggling with the access versus 
ownership issue, they might rename this service and call it “collection 
main tenancehnformation access services” or “physical collection 
maintenance/virtual collection maintenance.” Costs could be tracked 
separately and then summed up at year-end. 
As will be described later, once the total costs of collection 
maintenance services are determined, then these costs can be allocated 
to each of the other library services that draw on the collection. In 
effect, the collection maintenance program will be treated as an 
intermediate input. 
Public S@ace 
Public space is a service that does require a physical library 
building-not a virtual one-because it provides and usually 
maintains a space that can be used for a variety of services which 
are not collection related, as described earlier. Staff are still required 
to maintain it, keep it safe and clean, and explain how to use resources 
other than the collection. 
Library Administration 
Library administration is broken out as a separate item because 
it, like collection maintenance, is an intermediate input that supports 
all library services. Library administration costs have to be allocated 
to the other programs to determine their full costs. 
In-House Programs (Children’slYouth Services and Adult) 
All the programs offered by the library to children, young adults, 
and adults were treated as one program. 
Other Programs 
Other programs is a catch-all category. It provides a way to 
account for all costs remaining after considering the primary services 
and so help reconcile the program budget totals with the line-item 
budget. 
TYPESOF BUDGETS 
Once the major programs that define the mission of the library 
are identified, the next step is to develop the companion piece, a 
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program budget, which provides cost and expenditure information 
on each program. A program budget is the vehicle for combining 
all the inputs that go into a particular product or service. It provides 
managers with the information they need to establish opportunity 
costs; that is, make trade-offs between and among programs. This 
kind of information cannot be produced by a line-item budget, which 
is the basic tool for cost accounting in libraries and is largely a tool 
for accountants rather than managers. 
Line-Ztem Budget 
A line-item budget arrays costs by type of input, usually identified 
by accounting object codes. Some libraries use more than a hundred 
different object codes in their line-item budgets, which is small 
potatoes compared to many organizations (e.g., the U.S. government). 
Accounting departments and comptrollers depend on line-item 
budgets to ensure that departments stay within their projected 
expenditures for various types of goods and services, and ensure that 
they leave a documented audit trail. Most accounting systems easily 
generate reports showing how much money is left in each line to 
date, how expenditure data compare to projections for the year-to- 
date, or how expenditures in previous years compare to this year’s. 
A library’s line-item budget, however, rarely reflects all its costs. 
Others, including the parent organization, volunteers, and donors, 
support the library through “in-kind” contributions, which do not 
appear in the library’s line-item budget because they are not charged 
to the library. 
Program Budget 
In contrast, a program budget categorizes expenses by program, 
or output, rather than (or in addition to) by type of good purchased 
or input. A program can be defined as an activity, service, or product. 
The term “program” is used interchangeably with the terms “cost 
center” and “service” in this article.8 Because it is a management 
tool, and supplements rather than replaces the line-item budget, the 
program budget should show all the costs associated with a particular 
service, whether they are charged to the library or not and whether 
or not they appear in the library’s line-item budget. 
Each program in the program budget appears separately. The 
line-item costs for each program appear together and can be summed. 
With summary expenditure information available for each program, 
i t  is possible to begin to compare the total cost of each program 
and to analyze the types of costs and amount of expenditures incurred 
for each program. 
Expenditure versus Revenue Budget 
The library’s previous year’s line-item “expenditure” budget 
provides the starting point for determining the cost of each program. 
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It is usually more reliable to work with last year’s actual expenditures 
after the books have closed (and add a cost of living allowance, if 
necessary). Estimated costs, drawn from this year’s projected revenue 
budget are less reliable, unless this year’s projections and last year’s 
expenditures are very similar because little change is expected and 
no unusual capital costs are included. 
TYPESOF COSTS 
In developing a program budget, a number of costs must be 
accounted for and incorporated into the library’s operating budget. 
They are: operating and capital costs; variable and fixed costs; and 
direct and indirect costs.9 If units of outputs are available for each 
of the cost centers, then average and marginal costs can be calculated. 
Each is defined below. 
Operating versus Capital Costs 
Operating costs are the organization’s recurring annual 
expenditures. Capital costs, on the other hand, are one-time 
expenditures for capital goods (such as new construction, major 
renovations, and equipment) which provide services for an extended 
period of time. These capital costs are not included in an 
organization’s annual operating budget but instead are treated 
separately in a capital budget. The value of the annual flow of services 
provided by capital goods, however, is (or should be) included in 
the library’s operating budget. The problem is how to value this 
flow. 
The standard approach is to estimate a depreciation charge, which 
measures how much of the capital goods are used up in a given 
year, and include this charge in the operating budget. This approach 
is appropriate for capital goods such as buildings and equipment, 
whose replacement value and economic lifetime can be readily 
estimated. The library’s collection, which we view as a capital good, 
poses some challenges when considering how to capture the flow 
of services it provides in the library’s operating budget. We discuss 
ways of addressing this issue later. 
Fixed Versus Variable Costs 
Fixed costs include things such as rent and utilities that are 
independent of the amount of service provided in a given year. In 
this article, the cost of maintaining the collection is also treated 
as a fixed cost. Variable costs are those costs which vary directly with 
the amount of service provided or the number of products produced. 
Variable costs include the cost of inputs such as labor, raw materials, 
and energy used to produce a product or service. Ultimately, over 
time, all costs are variable. 
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Direct Versus Indirect Costs 
Direct costs are those labor and material costs which can be 
directly assigned to a program or service, whether fixed or variable. 
Indirect costs are those which cannot be easily associated with a 
particular product, such as insurance, taxes, rent, utilities, and 
management. 
Average Versus Marginal Costs 
Average unit cost equals the total cost-variable plus fixed- 
divided by the total volume of service provided. The marginal unit 
cost of a given service or program is the incremental cost of providing 
an additional unit of the service. Marginal costs include only variable 
costs. For example, the major variable cost in delivering reference 
service is reference staff time. We use two notions of marginal cost: 
MCl, which includes only the costs of paid labor; and MC2, which 
includes all labor costs plus the costs of associated materials and 
administration. MCl is a short-run measure assuming no change in 
costs associated with labor. MC2 is a longer-run notion including 
administration and materials costs required to support the labor input 
but not including fixed costs such as space. 
CREATINGAN ENHANCEDOPERATINGBUDGET 
To gain a complete understanding of how a library’s resources 
are being used, i t  is important to identify all the costs (i.e., inputs) 
that are required to deliver each service. We refer to the activity of 
identifying costs that do not appear in the line-item budget as 
“enhancing” the library’s operating budget. An enhanced library 
budget shows the full cost of delivering products and services. 
Enhancing the library’s budget involves tracking down costs that 
are not included in the library’s formal accounting system. It is 
important, however, to be able to keep these additional costs separately 
identifiable so that the program budget can be reconciled with the 
library’s original line-item budget. Two types of costs that are of ten 
omitted in standard library accounting systems are “in-kind’’ 
contributions and the annual flow of capital services from equipment, 
physical space, and the collection. 
In-Kind Contributions 
There are two types of in-kind contributions: (1) “actual” costs 
that have been paid for by others on behalf of the library and therefore 
have a known cost; and (2) goods and services that have been provided 
by others but have not been purchased, and therefore must have their 
cost estimated or “imputed” because they do not have a known cost. 
For example, even if the cost of housing the library (e.g., physical 
space in a building owned by the parent organization, as well as 
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heat, light, maintenance, landscaping, and off-site storage) is not 
charged, in part or in full, to the library, these costs represent an 
“actual” in-kind contribution to the library from the parent 
organization. If the parent organization paid for these services in 
full or in part, then none (or perhaps only a portion) of the costs 
will appear in the library’s budget. These costs will usually appear 
in the budget of the parent organization as an “indirect” cost (e.g., 
overhead). 
The library may also receive material contributions from such 
groups as the friends of the library (e.g., library materials and shelving 
or cash donations to underwrite library programs). These types of 
expenditures may also not appear in a library’s budget because they 
are not incurred by the library. Nonetheless, they too represent 
“actual” costs of inputs used to produce particular library services 
and should be included in the enhanced line-item budget. 
The second type of in-kind contribution is that for which a cost 
must be imputed because no payment was made, directly or indirectly, 
such as the cost of volunteers’ time or the cost of space loaned by 
outside groups for library events. In these examples, the contributions 
support library programs and should be seen as part of the cost of 
producing particular services.10 Consequently, it is necessary to assign 
a monetary value to each of these in-kind contributions by imputing 
their cost and to include them in the enhanced budget., 
Annual Flow of Ca@italServices 
There is a second type of cost, which should appear in the library’s 
annual operating budget along with the annual maintenance cost 
figures-the annual flow of services provided by the library’s fixed 
assets (i.e., capital costs). Capital costs are usually extraordinary costs, 
which are not made yearly, such as the purchase of such fixed assets 
as property, physical plant, and equipment.” When the accounting 
is done correctly, a library’s capital costs should appear in a separate 
capital budget. If capital costs appear in the operating budget, they 
distort the cost picture. The flow of services provided by the library’s 
fixed assets, however, should appear in the library’s operating budget 
as an annual flow of services provided by the capital good. 
One way to establish the annual cost of capital services is to 
determine the initial cost of the capital good and how long it is 
expected to last. By dividing its cost by the number of years it is 
expected to last (i.e., its life), an annual depreciation cost can be 
determined and shown in an operating budget. This cost is called 
“depreciation” because it sums up the annual reduction in value 
of the capital good-the amount used up. 
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Standard accounting practice bases the annual depreciation 
charge on the purchase price of a capital good. For cost accounting, 
however, depreciation charges should be based on replacement cost. 
In this approach, the idea is to set aside a depreciation charge annually 
that is sufficient to buy an equivalent capital good when the existing 
one wears out. The replacement cost may increase (e.g.. imported 
Swedish furniture) or decrease (e.g., personal computers) over time. 
Consequently, for cost accounting, good accounting practice involves 
not only maintaining an inventory of fixed assets, such as equipment, 
but also revising the cost of replacing each item in order to “amortize” 
the replacement cost properly. Unfortunately, many organizations 
do not update their fixed asset inventories in this way, and, therefore, 
they cannot adjust the annual cost of capital goods in their operating 
budgets. 
Flow of Capital Services from Equipment and Physical Plant 
“Equipment” refers to durable goods, including office machinery, 
computers, and furniture, which provide services for more than a 
year and so are treated as fixed assets. In making comparisons among 
libraries, however, it is important to define capital costs carefully, 
since accounting practice may vary from institution to institution 
and library to library. For example, in the California study, three 
jurisdictions defined items costing more than $1,000 as fixed assets; 
a fourth jurisdiction set the threshold at $1,500; and the fifth set 
it at $100.12 
Just as equipment provides annual services to the library, so 
does the physical plant provide “space-related services.” While we 
often tend to take space for granted, or simply account for the 
associated maintenance costs, consider the trend to lease or sell school 
buildings for alternative uses. In each of those transactions, someone 
looked at the opportunity cost issues and decided that the cost of 
providing housing services to maintain a school was not as 
advantageous as cashing in on the physical space. The same is also 
true for the purchase of companies, not for their outputs or even 
their ability to produce outputs, but rather simply because their 
buildings and real estate are valuable and can be used for other 
purposes. 
Knowing the value of the physical space consumed by a library 
is a useful exercise in consciousness raising.13 For example, it tends 
to make one appreciate a parent organization which absorbs the cost 
of housing the library (i.e., provides it as an in-kind contribution). 
It also makes one more sensitive to the importance of using the space 
as efficiently as possible, given its high cost. In the California study, 
the capital services provided by the physical plant were not originally 
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included in any of the libraries’ line-item budgets. These costs had 
to be estimated for each of the libraries to ensure that their enhanced 
operating budgets were comparable. 
In the California study, three different approaches were used to 
calculate the cost of these space-related services. In the case of one 
library system that rented a number of buildings in which i t  housed 
its branches, we simply included in their operating budget the annual 
rent they paid. For buildings that were provided as an in-kind 
contribution by two libraries’ respective jurisdictions, we imputed 
a rent based on commercial rates in the area. And for the newly 
built library wing in one jurisdiction, we used a depreciated rate 
based on the value of the building at its current replacement cost 
(not its original construction cost) amortized over a standard thirty- 
year period. 
Flow of Capital Services from the Collection 
The library collection can be viewed as another type of capital 
good, one which yields “collection services.” A library’s collection 
represents a major part of its capital stock. If the collection is treated 
as a capital good, then the annual flow of collection services needs 
to be given a dollar value and included in the enhanced budget. 
As we said earlier, treating the collection as a capital good raises 
the problem of how to calculate the cost of the annual flow of services 
it  provides. If we try to follow standard accounting practice and value 
the collection by calculating an annual depreciation cost to be 
amortized over its useful life, we run into some difficulties. For starters, 
how can we determine what the cost of those collection services are 
when we have no easy way to calculate the cost of the collection, 
particularly if we want to base the cost estimate on the replacement 
cost of the collection rather than on the original purchase price of 
the materials in the collection? If entire library collections were 
bought and sold, we might be able to use the sale price of a collection 
comparable to the one we want to value, but only special collections 
are sold and then very rarely. Even assuming we could value the 
collection, how do we calculate its life? A library collection, unlike 
a piece of equipment or a building, has no easily defined life. While 
some materials wear out or are discarded, others are preserved 
indefinitely. 
An alternative approach is to go back to first principles. The 
fundamental question is how to cost the annual flow of services 
provided by a particular capital good-a library collection. Instead 
of viewing the collection as a capital good that wears out or 
depreciates, we can instead treat it as something that survives 
indefinitely, sustained by “replacement investment” whose cost 
434 LIBRARY TRENDUWINTER 1994 
measures the annual flow of services i t  provides. In this approach, 
the library collection is treated as immortal, with materials constantly 
being discarded, acquired, and preserved. The collection is supported 
by replacement investment which maintains its status indefinitely. 
Our approach is to estimate the cost of replacement investment 
for the collection by making the following assumption: the collection 
maintenance cost center sustains the collection and so provides 
collection services to the library in a given year and also maintains 
the ability of the collection to deliver the same level of services in 
future years. Given this assumption, the budget of the collection 
maintenance cost center, which includes the acquisitions budget, 
measures the replacement investment required to maintain the level 
of collection services provided by the library collection. 
In this approach, we are assuming that the overall size of the 
collection is not changing significantly. If the collection size expanded 
significantly over a period of time, then the acquisitions budget, which 
is part of the collection maintenance cost center, is providing more 
than just replacement for worn out or discarded materials. If this 
were the case, we would have to estimate how much of the acquisitions 
budget represents investment for expansion of the collection, and 
move those expenditures into the library’s capital budget. If, on the 
other hand, the collection is shrinking, then we have to estimate 
the amount by which the acquisitions budget falls short of 
maintaining the size of the collection. In the case of the libraries 
we examined in California, the size of their collections and 
acquisitions’ budget did not change during the period of the study. 
CREATING BUDGETA PROGRAM 
There are three steps required to move from a line-item budget 
to a program budget: (1) define the programs and services to be costed 
and create a cost center budget for each program in the overall program 
budget where all the costs related to that program appear together; 
(2)determine the full cost of operating the library by enhancing the 
library’s line-item budget; and (3) create a program budget by al- 
locating each category of cost that appears in the library’s enhanced 
line-item budget to one or more of the program cost centers. Decisions 
and tasks required to accomplish steps one and two were discussed 
earlier. 
Table 1 shows the total costs for each of the five California public 
libraries as they appear both in their original, as well as in their 
enhanced, line-item budgets. The more costs that appeared in the 
original line-item budget, the less difference our enhancement 
procedure makes. The difference between the original and enhanced 
budgets for each library ranged from 8.7 to 29.0 percent. This wide 
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TABLE1 
TOTALEXPENDITURES,LINE-ITEM BUDGETS,AND ENHANCED $IOOOs FY 1990 
Library 
Line-item 
budget 
Enhanced 
budget 
Percentage 
difference 
CPL 
MCFL 
MPL 
PGPL 
SPL 
f 779 
2,678 
1,305 
481 
2,011 
t 991 
2,911 
1,684 
618 
2,504 
27.2 
8.7 
29.0 
28.3 
24.5 
Notes: 
CPL: Carmel Public Library 
MCFL: Monterey County Free Libraries 
MPL: Monterey Public Library 
PGPL: Pacific Grove Public Library 
SPL: Salinas Public Library 
Line-item and enhanced budgets refers to the operating budget and exclude capital 
outlays. 
Sources: 
Line-item expenditure data provided by the libraries. 
Enhanced budget data created as part of the study. 
variation is largely attributable to different accounting practices 
regarding the cost of space in the different libraries. The magnitudes 
of the omitted costs and the differences across libraries illustrates 
the need to create enhanced budgets in order to make valid cost 
comparisons among libraries or to comprehend what it really costs 
to provide library services. 
In moving from step two to step three, we have to allocate all 
costs to each of the cost centers. There are three principles for making 
the allocations, depending on the nature of the enhanced line-item 
costs to be allocated. First, whatever costs are directly associated with 
a particular program can be immediately allocated to the cor-
responding cost center. Second, remaining costs associated with labor 
are allocated according to each program’s use of labor and labor- 
related inputs-the labor-use allocation principle. Finally, remaining 
costs associated with the use of space are allocated according to each 
program’s use of space-the space-use allocation principle. 
In working with an enhanced operating budget, it is helpful 
to rearrange the usual line-item expenditure categories into groups 
that reflect the three allocation principles. Table 2 presents summary 
line-item budget data for the five libraries. The three broad categories 
of costs that correspond to the allocation principles appear in the 
table as: directly allocable to specific cost centers, labor-related, and 
space-related. 
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TABLE2 

PERCENTAGE OF ENHANCED BUDGETS
COMPOSITION LINE-ITEM 
Library: 
Shares by budget category CPL* MCFL** MPL*** P G P L t  S P L t t  
Directly allocable to cost centers 
Acquisitions 8.3 11.7 9.6 10.4 12.0 
Other collection-related 5.9 1.6 5.1 1.8 3.9 
Subtotal, collection mainten-
ance 14.2 13.3 14.7 12.2 15.9 
Other specific cost centers 2.7 4.6 1.8 0.4 2.6 
Subtotal, directly allocable 16.9 17.9 16.5 12.6 18.5 
Labor-related 
Paid labor 54.8 54.8 59.3 51.9 59.6 
In-kind labor 1.9 5.2 1.0 3.0 
Local government admini- 0.6 
stration 6.3 7.2 7.8 8.4 5.7 
Depreciation, equipment 0.7 0.6 0.1 3.2 1.9 
Other labor-related 3.0 2.7 4.1 3.9 1.2 
Subtotal, labor-related 66.7 70.5 72.3 68.0 71.4 
Space-related 
Depreciation, buildings 5.0 1.6 6.3 9.7 3.7 
Depreciation, other 3.3 0.0 1.4 3.3 2.3 
In-kind city contribution 7.8 6.0 0.0 2.5 1.8 
Other space-related 0.3 4.0 3.5 4.1 2.3 
Subtotal, space-related 16.4 11.6 11.2 19.6 10.1 
Total 100.0% 100.0% 100.0% 100.0% 100.0% 
*CPL: Carmel Public Library 
**MCFL: Monterey County Free Libraries 
***MPL: Monterey Public Library 
TPGPL: Pacific Grove Public Library 
t tSPL:  Salinas Public Library 
Costs clustered under “directly allocable to specific cost centers” 
are those that can be directly related either to the collection 
maintenance cost center or to any of the other cost centers described 
earlier. Labor-related costs accounted for all remaining labor costs, 
which were not directly allocable to specific cost centers including: 
paid labor (loaded with benefits); the imputed cost of in-kind labor; 
the cost of city or county administration; any other costs which 
supported labor, such as depreciation on labor-related equipment; 
and other labor-related costs, such as staff travel, professional 
memberships, and the use of temporary agencies. Clustered under 
space-related costs are depreciation of the buildings (however 
estimated); depreciation of other building-related equipment, such 
as attached shelving; in-kind city or county contributions, such as 
janitorial services and security guards; and other building-related 
costs, such as maintenance and utilities. 
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The share of total costs directly allocated to specific cost centers 
in the California study is relatively small, ranging from 12 to 18 
percent. The largest share of costs is labor related, which is typical 
of labor-intensive organizations such as libraries. These costs are 
similar across the libraries, accounting for 67 to 72 percent of total 
costs. Finally, space-related costs account for 10 to 20 percent of 
total costs. 
As is evident, the costs of labor and of operating the physical 
plant are large. To allocate these costs to cost centers, we developed 
several instruments with which to collect data that make it possible 
to associate these costs with each of the defined programs. The 
instruments include: (1) a survey of staff time allocated to each 
program; (2) a salary survey, which generated data on loaded labor 
costs for both paid and in-kind labor to translate staff time into 
dollars; and (3) a space survey for estimating the amount of usable 
interior square footage devoted to each cost center. These data are 
used to calculate shares for distributing labor-related and space-related 
costs according to the allocation principles discussed earlier. 
Table 3 shows each library’s enhanced budget, with all line-item 
costs allocated to eight cost centers. Not surprisingly, the cost center 
with the largest percent share of total library expenditures is collection 
maintenance, ranging from 34.3 to 45.0 percent of total cost for each 
library. The share of circulatiodin-house use ranged from 19.2 to 
23.4 percent, followed by reference and library administration, both 
of which vary widely as a percentage share of each library’s budget 
(i.e., reference represented between 9.8 and 16.3 percent, and library 
administration 9.6 to 14.4 percent). There was also considerable 
variation in the amount of the total expenditures devoted to ILL/ 
photocopying for ILL, ranging from 1.9 to 6.5 percent. Shares of 
resources devoted to in-house programs range from 3.1 to 5.2 percent 
of each library’s total enhanced budget, and the use of each library’s 
resource for public space (i.e., noncollection-related services) was 
small, ranging from 1.2 to 3.2 percent. The catch-all category, other 
programs, accounts for 2 percent or less of total expenditures for 
three of the libraries, but between 7.0 and 8.3 percent for the county 
library and the Salinas public library because each runs a number 
of special programs, such as the California literacy campaign and 
a special annual event celebrating John Steinbeck. 
The final step in creating a program budget is to allocate the 
costs of the two programs which produce intermediate inputs-library 
administration and collection maintenance-to the other programs. 
Library administration costs are allocated to each cost center according 
to the percentage shares of “direct labor,” on the basis that 
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TABLE3 
PERCENTAGECOMPOSITIONOF ENHANCED BUDGETSLIBRARY BY COST CENTER 
Library: 
Shares by cost centers CPL* MCFL** MPL*** PGPLt SPLt t  
Reference 12.8 14.7 15.9 9.8 16.3 
ILL/photocopy 3.5 6.5 2.6 5.1 1.9 
Circulation/in-house use 
Collection maintenance 
22.5 
38.9 
22.4 
34.3 
19.2 
41.6 
21.7 
45.0 
23.4 
35.0 
In-house programs 4.7 3.1 5.2 3.9 5.2 
Public space 
Other 
1.2 
2.0 
1.7 
7.0 
2.1 
1.7 
3.2 
1.7 
2.3 
8.3 
Administration 14.4 10.3 11.8 9.6 7.6 
Total 100.0% 100.0% 100.0% 100.0% 100.0% 
+CPL: Carmel Public Library 
**MCFL: Monterey County Free Libraries 
***MPL: Monterey Public Library 
tPGPL: Pacific Grove Public Library 
ttSPL: Salinas Public Library 
administration is inseparable from staff.14 Collection maintenance 
represents a more difficult allocation problem. 
In order to allocate collection maintenance costs, we developed 
measures of collection use by the different cost centers. We started 
by defining a unit of collection use, which we call a “circulation 
equivalent” (or CE). A CE is equal to a single item circulated. In 
consultation with staff at the five libraries, we estimated each cost 
center’s use of the collection expressed in terms of CEs. The approach 
we used to aIIocate collection use by each of the four cost centers 
is described later. 
Referencelclient referral. As described earlier, reference includes 
question handling and developing specialized resources, both of 
which draw on the collection and all other reference-related activities 
(which pertain primarily to staff training and oversight and do not 
draw on the collection). In the case of question handling (QH),we 
knew the number of questions each library handled and assumed 
that each reference question required, on average, two uses of the 
collection, or two CEs per question. The total number of circulation 
equivalents for question handling for the year equals two times the 
total number of reference questions handled. While some of the study 
participants believed that reference librarians use the collection more 
frequently, on average, when handling questions, we took a 
conservative approach.15 
Because we do not have direct measures of collection use for 
developing specialized resources (DSR), we took an indirect approach 
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to determine the total number of circulation equivalents used for 
DSR. We assumed that the time spent on DSR involves the use of 
the collection to the same extent as time spent handling questions. 
Therefore, the total number of CEs used in developing specialized 
resources is calculated by multiplying the number of CEs used for 
question handling by the ratio of the time spent developing specialized 
resources to the time spent question handling. Where “dsr” is 
“developing specialized resources” and “qh” is “question handling,” 
the formula is: 
CE(dsr)= 0 CE(qh)
TIME(qh) 
CirculationlZn-House Use. Each circulation, by definition, represents 
a single circulation equivalent. No indirect measures are required 
because we had annual circulation data reported by each of the five 
libraries. In measuring in-house use, however, we did not have direct 
measures of collection use by visitors. After consultation with staff 
and reviewing data on in-house use in the library literature, we 
assumed 0.5 circulation equivalents per attendee for the year. This 
assumption implies that every other person picked up an item, looked 
at it, but did not check i t  out. 
ZLLIPhotocofiying for ILL. We assumed one circulation equivalent 
per outgoing ILL item (whether it was the physical item or a 
photocopy). The libraries report data on ILL/photocopying annually. 
In-House Programs (Children’s/ Youth Services and Adult). For 
children’s/youth services programs, we assumed 0.5 circulation 
equivalents per attendee for the year (which is comparable to the 
in-house use assumption) plus five circulation equivalents per 
program to reflect staff use of the collection in preparing the program. 
We assumed that every other attendee consulted an item before, 
during, or after the program but did not check it out. Because the 
two are mutually exclusive, the use of collection materials for 
children’s/youth services is not included in the overall in-house count. 
For adult programs, we assumed 0.25 circulation equivalents per 
attendee for the year (half the in-house use that accompanies attendees 
browsing materials before and after a particular program) plus five 
CEs per program to reflect staff use of the collection (making the 
same assumption as we did with children’s/youth services and adult). 
We used this information on collection use by different cost 
centers to estimate their shares of total collection use. We then used 
these shares to allocate the costs of collection maintenance across 
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the other six programs. After completing this step, we have a fully 
allocated enhanced program budget. 
Table 4 reports the shares in each library’s program budget for 
the six programs delivering services to external clientele. Comparing 
figures in Table 4 with those in Table 3 underscores the impact that 
allocating the costs of the two cost centers providing intermediate 
inputs (library administration and collection maintenance) has on 
the shares of the total program budget for each of the other six cost 
centers. The share of circulation/in-house use in total costs increased 
dramatically (by 30.4 to 46.8 percentage points) indicating the 
importance of the collection to this program. Given its use of the 
collection, circulation/in-house use is the largest program, 
consuming from 53.6 to 67.5 percent of total library resources. 
Reference represents the second largest share of the fully allocated 
program budget, ranging from 16.0 to 26.8 percent. It too is a major 
user of collection services, as indicated by the increases in its share 
of total costs after allocating library administration and collection 
maintenance. 
TABLE4 
PERCENTAGE IN ALLOCATED BUDGETSOF COSTS PROGRAM 
Library 
Program Cost Center CPLf MCFL** MPL++* PGPLt SPLtt  
Reference 23.3 23.9 26.8 16.0 26.5 
ILL/photocopy 4.5 8.1 3.1 5.9 2.2 
Circulation/in-house use 62.0 54.4 59.8 67.5 53.8 
In-house programs 6.2 3.7 6.0 5.1 6.0 
Public space 1.6 1.9 2.3 3.6 2.6 
Other programs 2.4 8.0 2.0 1.9 9.0 
Total 100.0% 100.0% 100.0% 100.0% 100.0% 
+CPL: Carmel Public Library 
+*MCFL: Monterey County Free Libraries 
+**MPL: Monterey Public Library 
TPGPL: Pacific Grove Public Library 
ttSPL: Salinas Public Library 
OUTPUTSAND UNITCOSTS 
To take the analysis a step further and move from a program 
budget to an examination of unit costs, we require output measures 
for the different programs. Table 5 shows output measures and the 
unit cost of services provided by four of the six cost centers: 
circulatiodin-house use; reference; ILL/photocopying for ILL; and 
in-house programs (children’s/youth services and adult). We 
assembled data on outputs for each of these cost centers: the number 
ROBINSON & ROBINSON/PLANNING AND PROGRAM BUDGETING 441 
TABLE5 
PROGRAM AND UNIT COSTS OUTPUTS 
Aver-
CPL MCFL MPL PGPL SPL age 
Output measures 
Circulation 136,636 803,633 535,614 178,322 828,649 496,571 
No. reference questions 18,404 107,329 67,185 15,793 116,577 65,058 
ILL transactions 1,691 20,416 1,873 1,399 2,132 5,502 
Attendees, in-house programs 4,047 8,721 8,138 6,075 11,786 7,753 
Percent shares 
Circulation 5.5 32.4 21.6 7.2 33.4 100.0 
No. reference questions 9.3 25.0 22.8 16.3 26.5 100.0 
ILL transactions 6.1 74.2 6.8 5.1 7.7 100.0 
Attendees, in-house programs 10.4 22.5 21.0 15.7 30.4 100.0 
Cost per item circulated 
Paid labor (MC1) $ 1.07 $0.44 $0.48 $0.51 $0.44 $0.49 
All labor, materials, and admin- $ 1.79 $0.79 $0.69 $0.77 $0.59 $0.76 
istration (MC2) 
Total, includes collection and $ 4.49 $1.97 $1.88 $2.34 $1.63 $2.00 
space (ATC) 
Cost per question handled 
Paid labor (MC1) $ 2.87 $1.34 $1.66 $2.59 $1.61 $1.83 
All labor, materials, and admin- 
istration (MC2) $ 8.07 $4.41 $4.44 $4.19 $3.39 $4.45 
Total, includes collection and 
space (ATC) $12.56 $6.49 $6.70 $6.25 $5.63 $6.84 
Cost per ILL transaction 
Paid labor (MCl) $16.84 $7.34 $19.12 $16.92 $15.63 $9.85 
All labor, materials, and admin- $25.25 $10.22 $27.38 $25.50 $24.52 $14.20 
istration (MC2) 
Total, includes collection and $26.36 $11.50 $28.06 $26.13 $25.41 $15.37 
space (ATC) 
Cost per attendee, in-house 
programs 
Paid labor (MCl) $7.42 $7.66 $5.62 $2.76 $9.33 $6.95 
All labor, materials, and admin- $12.61 $11.15 $11.68 $4.51 $12.02 $10.64 
istration (MC2) 
Total, includes collection and $15.24 $12.50 $12.50 $5.22 $12.77 $11.73 
space (ATC) 
Notes: The ILL transactions for MCFL include interbranch (or intralibrary) loans. 
ILL loans to other libraries were 709 while intrabranch loans were 16,662. ILL 
borrowing from other libraries by MCFL was 3,045, for a total of ILL transactions 
of 20,416. “MC” refers to “marginal cost.” “ATC” refers to “average total cost.” Both 
concepts are discussed in the text. 
Source: Output measures come from California Public Library Report, 1990. 
Supplemental data on attendees for adult and children’s programs provided by libraries. 
of items circulated; the number of reference questions handled; the 
number of ILL transactions (including the number of items 
photocopied for ILL); and the number of attendees for all in-house 
programs (which were estimated by each library). 
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Table 5 also provides comparative data on outputs across the 
five libraries and shows their “market shares” for the provision of 
these services in Monterey County. For example, Salinas Public 
Library (SPL) handled the most circulation (33.4 percent), the greatest 
number of reference transactions (26.5 percent), and had the most 
attendees for in-house programs (30.4 percent). Monterey County Free 
Libraries (MCFL), on the other hand, was responsible for nearly three- 
quarters of ILL transactions (74.2 percent). 
To provide library administrators with a range of cost information 
for each of the four programs, we used three different approaches 
to measuring the cost per unit of output. They are: marginal cost 
1 (MCl); marginal cost 2 (MC2); and the average total cost (ATC). 
MCl shows how much more it costs in terms only of paid labor 
(loaded with benefits) to provide one more unit of output for each 
of the services. MC2 shows the cost of one more unit of output when 
all labor-related costs are included (i.e., paid labor plus in-kind labor, 
depreciation on equipment used by labor, materials and supplies, 
and library administration, plus all the costs that are directly allocated 
to a specific cost center at the start of the allocation process). The 
average total cost shows how much i t  costs each library to produce 
one more unit of output when all costs, variable and fixed, are included 
(i.e., MC2 plus collection maintenance and space costs). Figures 1 
to 4 present the cost data from Table 5 in stacked bar charts and 
also provide more detail on the breakdown of total cost by type 
of input. 
The MC1 cost per question handled averages $1.83 across the 
five libraries, ranging from $1.34 to $2.87. The MC2 costs per question 
handled cluster at between $4.00 to $4.50 for three of the libraries 
(Monterey County Free Libraries [MCFL], Monterey Public Library 
[MPL], Pacific Grove Public Library [PGPL]), with SPL providing 
the service at the lowest cost ($3.39) and CPL at the highest cost 
($8.07). The MC2 average cost across the five libraries is $4.45. When 
the average total cost (ATC) of handling a reference question is 
calculated, the average across the five libraries is $6.84, and the ATC 
per question handled rose by roughly $2.00 for all but Carmel Public 
Library, whose ATC increases by more than $4 per question handled 
to $12.56. From Figure 1, it appears that CPL has higher costs per 
question handled in every cost category. 
The average cost of circulation across libraries at the MCl rate 
is 56.49 per item circulated. MCl costs cluster at between $44 to $.5l 
for four libraries, while Carmel Public Liibrary’s MCl costs are 
roughly double ($1.07). When the MC2 costs are arrayed, the average 
cost across libraries is JF.76, ranging from $1.79 for CPL, followed 
by $.79 for Monterey County Free Libraries, and the least expensive 
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Figure 1. Unit cost of question handling 
at JT.59 for Salinas Public Library. When the ATC across libraries 
is calculated per item circulated ($2.00), CPL's cost of $4.49 is more 
than double that of the other four libraries. From Figure 2, it is 
evident that there is much more variation in the collection 
maintenance costs for circulation than in the other cost categories, 
with CPL having a very high collection maintenance cost per unit 
of circulation. 
It is apparent that ILL is an expensive transaction. The MCl 
cost of ILL at Monterey County Free Libraries is $7.34 compared 
to a range of $15.63 to $19.12 for the four other libraries. The average 
MCl ILL cost across the five libraries is $9.85. The MC2 cost per 
ILL ranges from $24.52 (Salinas Public Library) to $27.38 (Monterey 
Public Library), compared to $10.22 for MCFL. The average MC2 
cost across the five libraries is $14.20. The average total costs for 
four of the libraries ranges from $25 to $28, compared to $11.50 for 
MCFL, and an average across libraries of $15.37. Labor costs represent 
by far the largest part of ILL costs (see Figure 3). MCFL's cost per 
ILL handled is by far the lowest. The lower costs at MCFL may 
be attributable to their high volume of ILL, including interbranch 
loans, which may yield significant economies of scale. 
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Figure 2. Unit cost of circulation 
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Figure 3. Unit cost of interlibrary loans 
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Figure 4. Unit cost of in-house programs (per attendee) 
The MC1 cost per attendee at “in-house programs” ranges from 
a low of $2.76 at Pacific Grove Public Library to a high of $9.33 
at Salinas Public Library, with the MCl average cost across libraries 
at the rate of $6.95. The MC2 cost for Carmel Public Library, Monterey 
County Free Library, Monterey Public Library, and Salinas Public 
Library are all in the $11 to $13 range, while PGPL‘s MC2 cost is 
less than half that of the other libraries ($4.51). The ATC across 
libraries is $11.73, with PGPL the lowest at an ATC of $5.22 and 
CPL the highest at an ATC of $15.24 per attendee. 
CONCLUSION 
Over the last decade, many libraries have invested time in tracking 
the use their patrons make of library service because they see that 
output measures provide valuable information about library 
performance. In this article, we have argued that it is time to go 
further and face the tasks of: (1) re-examining what products and 
services the library is really offering the customer; and (2) identifying 
in greater detail the resources (inputs) that go into the delivery of 
each of these products and services. Our cost-finding methodology 
has been used both by library administrators seeking to gain a better 
understanding of how they spend their money and by those needing 
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to calculate the cost of service for compensation purposes. Our goal 
has been to convince library administrators that they need more 
detailed information on how much it is costing them to provide 
current services. The methodology of cost finding and program 
budgeting provides library managers with the tools they need to move 
beyond the accountant’s line-item budget and generate management 
information necessary for strategic planning in a time of diminishing 
resources and rapid changes in technology. 
NOTES 
I An expanding number of academic libraries are investing staff time in working 
with campus computer centers to provide remote access for their faculty and students 
to both the physical resources housed in the library and the library’s “virtual” 
collection of resources in whatever format they are needed and wherever they are 
located (the concept of the scholar’s workstation). 
Each of these resources could be viewed either as a separate service and costed 
separately, or they could be viewed as one service (e.g., developing bibliographic 
aids or finding tools) and the individual costs could be summed. 
For libraries interested in performing a codbenefit analysis of doing the work 
themselves versus handing the work over to the client, costs could be tracked 
separately if separate statistics were collected for the two types of referral. 
We defined “minimal” citation verification as consulting up  to three sources and 
treated it as an ILL function. 
It is also possible to view the collection as an archive-final product. In the case 
of the librarians in the two studies, however, none of them viewed the collection 
as an end in itself. Had the libraries we studied owned extensive special collections 
or archives that they were commited to maintaining regardless of whether they 
were used, it would have been appropriate to separate the two aspects of this 
program. 
The costs of these activities are usually widely scattered throughout a library’s 
line-item budget, and handled by a number of departments (e.g.. collection 
development; acquisitions; technical services; circulation). In our costing 
methodology, we bring all these costs together. 
7 	 Indeed, for some academic libraries and for very large libraries, like the Library 
of Congress, preservation is such a big ticket annual cost that it is appropriate 
to track it separately before adding it to the cost of maintaining the total collection. 
8 	 If a program budget is being developed for a service which is designed to generate 
a profit, such as online fee for service, then the service is often described as a 
“profit center” rather than as a “cost center.” 
The discussion of cost concepts in this section draws on Robinson, 1989, 1991a. 
lo In the volunteer programs sponsored by private industry, the cost of employees 
loaned to nonprofit organizations is accounted for because it represents a tax 
deductible contribution. 
‘1 Long-term research and development is also considered a capital cost. Libraries 
bemoaning the lack of R&D money might want to think of including an R&D 
line in their capital budgets. 
‘2 In order to ensure that the expenditures budgets of the five libraries in California 
were comparable, they had to agree on a common definition of a capital cost. 
I3 The source for identifying commercial rental rates, broken down city by city, and 
neighborhood by neighborhood is Black’s Leasing Guide series, which is published 
annually by McGraw Hill Information Systems, Co., Red Bank, New Jersey. In 
calculating the cost of space, it is important to base it on Black’s definition of 
“usable” space, which is interior space not of nonusable space occupied by toilets, 
elevators, corridors, pillars, and space used for electrical and other building-related 
services. 
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14 The percentage shares of “direct labor” are calculated using data gathered through 
a Time Allocation Survey during the study. 
15 Weech and Goldhor (1984) report that 54 percent of questions required one source 
while the remainder required from two to four or more sources (23 percent required 
two, 10 percent required three, and 13 percent required four or more). 
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Getting Comfortable with Change: 

A New Budget Model for Libraries in Transition 

JERRY D. CAMPBELL 
ABSTRACT 
THEPRESENT BUDGET MODEL for libraries is not serving libraries well 
during this time of transition to an increasingly electronic knowledge 
environment. The existing model inhibits organizational flexibility 
and exacerbates the staff’s sense that they are losing control of their 
own professional destinies. A new transitional budget model is 
recommended. The transitional model emphasizes staff education, 
organizational flexibility, and experimentation. Its goal is to make 
libraries adept at and comfortable with change. 
INTRODUCTION 
Turning and turning in the widening gyre 

The falcon cannot hear the falconer; 

Things fall apart; the centre cannot hold; 

Mere anarchy is loosed upon the world. (Yeats, 1952, p. 489) 

This article will describe a new budget model for libraries. What 
follows, however, is not just a budget, for a budget is the expression 
of some organizational reality. This discussion will be an effort to 
propose both an organization and the budget that flows from, and 
sustains, it. 
At the outset of writing this article, this author was wary of 
some large pitfalls surrounding the idea of creating a new budget 
model for libraries. When the present model began to emerge about 
a century ago, the process for the distribution of knowledge by means 
of print-on-paper was established and understood. Today, however, 
the future of the distribution of knowledge is unresolved. The trend 
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is toward electronic distribution but certain aspects remain to be 
settled including setting standards and solving copyright/licensing 
problems. Meanwhile, print-on-paper appears to be unconcerned 
about its new competition as large numbers of books and journals 
continue to be produced. The dimensions of the new information 
environment, therefore, are not yet clear, and proposing a model for 
the library of the future still requires a great deal of guesswork. In 
other words, it is too soon to present a full-blown new model of 
library organization and finances. 
Another pitfall concerned the stakes of the game. Talk of new 
models and new paradigms is easy. It pervades our generation. It 
is intellectually stimulating and exciting to contemplate radically 
new ways of approaching our work, especially if there is little or 
no likelihood that these contemplations will actually have an impact 
on our libraries. But suggesting a new financial model that might 
be taken seriously seemed a different matter. This author could just 
as easily-perhaps more easily-construct a flawed model that would, 
if taken seriously, unleash a calamity upon the library world. 
To be sure, libraries are not prone to respond quickly to any 
stimulus, so it was decided that risk of calamity was modest. In 
addition, it was decided that tweaking a budget here and there does 
not constitute a paradigm change, and most of our efforts at new 
models fall within the parameters of tweaking. It is not certain where 
the dividing line falls between merely adjusting one paradigm and 
actually introducing another. Allocating more money to collections 
and less to staff does not constitute a paradigm shift. Selling the 
library to a commercial agency and buying back library services does 
constitute such a shift. Whether the model suggested later constitutes 
a paradigm shift is doubtful. But it is certain that it requires 
fundamental shifts in our priorities and in our approach to 
librarianship, and such shifts are needed today. 
As an academic librarian, my efforts here may inadvertently be 
more directly applicable to academic libraries than to others. Some 
of the themes that appear are common to all libraries, and it is hoped 
that the model will be of interest beyond the academic library 
community. 
WHYA NEWMODEL 
Pitfalls not withstanding, the invitation to propose a new budget 
model was accepted because this author is convinced that such a model 
is a necessity if libraries are to thrive in these last years of the twentieth 
century. This necessity arises from an inter-related set of circumstances 
familiar to every librarian. The most prominent of these is the 
paradoxically terrible and wonderful assault of computer technology 
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on the information world (for the best recent and comprehensive 
assessment of technology and libraries, see Cummings, et al., 1992). 
Everywhere within libraries appears the signs of this ongoing assault. 
From public access catalogs to paperless cataloging, little remains 
unaffected. The signs of computer technology also saturate our pro- 
fessional world, pervading the programs of our professional 
associations as well as the library literature. It is simply clear that 
libraries and librarians are undergoing a transformation. The degree 
to which they will eventually be changed is often debated, but the 
fact that they are in the process of transformation is beyond question. 
While the positive implications of this technological trans- 
formation for the dissemination of knowledge are truly monumental, 
to libraries under financial duress the costs appear monumental as 
well. In the first generation of library automation, libraries were 
generally successful at finding incremental support for the cost of 
technology, including new staffing capabilities. Now, however, as 
the technological remaking of libraries proceeds, it is increasingly 
difficult to secure new support. Thus the costs of new technology 
compete with existing budgetary obligations, requiring the 
reallocation of funds. Such reallocation within most library budgets 
is a difficult process that often damages the morale of staff and reduces 
services to users. 
The challenge of incorporating computer technology into 
libraries and reallocating dollars to pay for it is exacerbated by a 
second circumstance-the inflexibility of existing library organ- 
izational structures. Our present organizational structures evolved 
from, and are adapted to, the requirements of a print-on-paper 
environment. Not surprisingly, as librarianship became increasingly 
professionalized and marked by specialization, the internal 
boundaries that characterized our organizations became more rigid. 
Of ten we quarreled among ourselves, artificially creating great gulfs 
between the interests of public and technical services. It became 
difficult and remains difficult to overcome or cross these internal 
boundaries. Such inflexibility is not conducive to rapid adaptation 
of new technologies but instead fosters the continuation of old 
methods and procedures. In a time of rapid change, the organizational 
model, therefore, fails in its role of facilitating efforts to keep pace.' 
The problem with such inflexibility is magnified because 
electronic information does not conform to the parameters and 
requirements of the print-on-paper environment. Indeed, it ignores 
and crosses these long-standing boundaries as if they were not there. 
Networked databases, for instance, do not remain in the confines 
of any department nor do they respect our specializations. Thus, 
being organized to manage paper, it is often found to be difficult 
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or impossible to respond to technological opportunities gracefully. 
This is a serious deficiency during an age in which technological 
change is constant, pervasive, and rapid and in which we are 
confronted with laying the foundations for the library of the twenty- 
first century. It is the worst of times for us to allow old models to 
hamper creativity and responsiveness. 
The technological assault combines with this organizational 
rigidity to produce one additional circumstance that necessitates 
changing the model, namely, an unproductive anxiety. On the one 
hand, change seems inevitable. Technology is a large train, and 
libraries are stalled on its track. Something has to give. On the other 
hand, change within libraries seems impossible. Given the trauma 
associated with major changes in libraries, few librarians, including 
library administrators, have the necessary courage to risk it. To do 
so is to invite a barrage of criticism and defensiveness. At its worst, 
the result can be a frustrating environment where the timid are 
threatened and the bold are held back, where conflict is incubated, 
and self interest is encouraged. In such an environment, individual 
librarians may feel that their professional destiny is out of control 
and that, ironically, none of the structures either within libraries 
or professional associations can do anything to help. This anxiety- 
induced inertia is particularly lamentable because, as a group, 
librarians are easily capable of meeting the technology challenge that 
distinguishes this time of transition. 
DESCRIBING LIBRARYA TRANSITIONAL MODEL 
What is called for in these circumstances is a budget model 
designed to accommodate libraries in transition. Since it is too soon 
to propose a model for the library of the future, perhaps we can 
establish a model that is particularly helpful during a period of 
change, a transitional library model (TLM). Such a model does not 
have to possess a timeless quality but rather must be designed for 
flexibility, adaptability, and responsiveness to opportunity. The goals 
of such a TLM include the following: 
0 providing sufficient continuity for ongoing print-on-paper 
functions while recognizing and accommodating the requirements 
of the emerging electronic information environment, 
0 achieving organizational stability without developing structural 
rigidity, 
0 underwriting a new working environment for the library staff and 
providing for perpetual upgrading of their skills, 
0 restoring the reality of and sense of control and self-value to 
librarians. 
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To achieve these goals, the TLM would have to reorganize 
priorities and place emphasis on some new features. 
Emphasis on Education and Training 
The existing model for continuing education and training (E&T) 
for those who work in libraries has largely featured learning 
opportunities outside the library connected with professional and 
membership organizations. While this model has provided many 
benefits to the profession, it has focused almost solely upon 
professional librarians and provided little uniformity or continuity 
within individual libraries. In addition, it is at best difficult for 
individual libraries to develop a consistent E&T program using this 
model. 
But consistent and ongoing E&Tprograms are just what we need 
for libraries in transition. The need for keeping technologically 
current is perhaps the most visible challenge but is by no means 
the only one. Almost every other new priority outlined later carries 
with it an E&Trequirement. And these E&Tchallenges can no longer 
be focused primarily on professional librarians. Support staff-level 
personnel are valuable and vital partners in creating the library of 
the future. Their skill levels, too, must keep pace with the demands 
of a changing environment if they are to serve the library well in 
this time of change. 
In the transitional library model, each library should provide 
the opportunity for every staff member to receive education and 
training annually. While some common themes will characterize such 
E&T programs, they should, to the degree possible, be customized 
to the individual library in order to match and support its vision, 
goals, and objectives. Except for very small libraries, efforts to 
establish regular ongoing E&T programs should take the form of 
in-house training using a faculty of both internal experts and external 
consultants. In a short time, such an E&Tprogram will reap manifold 
benefits since a work force aware of trends and which is up to date 
on skills will be more capable and confident in meeting the challenges 
of the changing environment. 
A new emphasis on education and training will not be 
inexpensive. Some businesses spend hundreds-some thousands-of 
dollars per staff member each year and require as much as two weeks 
of E&T annually for each individual on training (see article in 
Filipczak, 1992, p. 55) .  They would not long continue to do so, of 
course, unless the benefits were sufficiently valuable to justify it. 
Fiscal realities may prohibit libraries from jumping rapidly to a 
program of such magnitude, but it is urgent that they begin. Counting 
the value of staff time spent in the E&T program, the transitional 
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library model proposes that at least 2 percent of the existing salary 
budget be allocated to E&T 
Emphasis on New Service Opportunities 
Since the existing library model is focused on carrying out well- 
known and well-defined operations, it is usually no one’s specific 
responsibility to pay attention to new service opportunities or to 
inquire after new means, methods, and technologies. The result is 
that libraries as of ten discover new possibilities accidentally as they 
do through consistent ongoing efforts. In addition, most libraries 
also find it difficult, both financially and structurally, to take 
advantage of new discoveries quickly even when their value is 
compelling. In this regard, libraries typically submit the best ideas 
for innovation to federal, state, or private funding agencies and wait 
for them to complete the relatively slow funding cycles. Only then, 
usually a year later, do those hot new ideas receive attention. 
The transitional library model proposes that a spirit of 
investigation .and experimentation be fostered in libraries and 
embodied in their budgets. In industry, this would be equivalent 
to establishing a research and development capacity. Because 
technology is sufficiently mature, however, for libraries it is more 
likely a matter of finding and applying existing technologies than 
developing new ones. The manner in which this spirit of investigation 
and experimentation is embodied in libraries may vary, but this author 
favors dispersing it throughout the library leadership. Library 
leadership is anyone who leads any size unit in the library. It is 
important that all individuals with leadership responsibilities be 
made accountable for investigation and experimentation within their 
spheres of responsibility. In addition, it is essential that some 
operating budget resources be allocated to support their efforts. While 
support for experimentation will continue to be a major focus for 
fund-raising, it is too important not to receive some small level of 
funding from the operating budget. For this important period of 
change when so many new opportunities rapidly appear and just 
as rapidly disappear, the TLM proposes that a minimum of 3 percent 
of the operating budget (inclusive of salaries and capital expenditures) 
be devoted to this library version of research and development. 
Emphasis On User Responsiveness 
Perhaps because both librarians and library users were bound 
to certain limitations surrounding the use of books and journals, 
our interaction and attention to the interests and needs of users have 
been attenuated. As the new knowledge environment emerges, 
however, there is an opportunity to design a system that accords much 
better with the desires of users. This opportunity exists primarily 
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because information in electronic form offers many more options 
for distribution and access than do books and journals. With this 
new medium of recorded knowledge, we are no longer tied to the 
limits of location and physical handling that were foundations of 
the paper-centered library. 
The argument to put user concerns at the center of creating the 
new knowledge environment may seem obvious. After all, attention 
to customers has been one of the key themes of the U.S. business 
world for the past decade. Whether the source was the quintessentially 
American management advice of Tom Peters or the system developed 
by W. Edwards Deming that revolutionized post World War I1 Japan, 
we were admonished on every side to recognize the importance of 
attentiveness and responsiveness to customers. It has not been so 
obvious within libraries, however, until recently (see Shaughnessy, 
1993, p. 9), and libraries have a long way to go before user concerns 
take precedence over our own opinions as experts. 
In order for libraries to emphasize user concerns and satisfaction, 
the transitional library model proposes that user analysis must become 
a regular part of what librarians do. Elsewhere this author has 
suggested that user analysis should become an integral part of the 
work of reorganized reference departments (see Campbell, 1992), but 
wherever an individual library may choose to lodge the responsibility, 
it must be given emphasis during this time of change. Fortunately, 
its cost will be modest compared to its benefits. User analysis requires 
a small level of ongoing support for communication with users 
through studies, surveys, and focus groups. Staffing costs can, for 
the most part, be built into existing staff time, though some consulting 
may be required initially. The total costs for user analysis may be 
as little as two tenths of 1 percent of the operating budget. 
Emphasis On Teamwork 
A library in transition must find a way to escape the rigidity 
and inflexibility of the divisions within the existing library model. 
The transitional library model proposes that the best way to 
accomplish this is to redesign the library on the basis of a team 
approach. There are several reasons that the team approach is a 
preferable alternative for libraries. First, it may offer the most gentle 
means of initiating organizational change. If desirable, an initial 
configuration of teams may be fashioned from existing units, 
departments, and branches. For libraries that are more advanced in 
organizational skills, less traditional and more forward looking teams 
may be established. In any case, evolving a library into a team-based 
operation can be tailored to the style and organizational prowess of 
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each individual library, thus reducing staff resistance and organ- 
izational shock. More than any other organizational principle, teams 
provide for stability without rigidity. 
The second reason for preferring a team-based arrangement is 
that it diminishes the perception of boundaries and divisions and 
allows the library to adjust rapidly to new challenges. It achieves 
this, in part, by reducing the management layers of the organization. 
This often eliminates entire layers of managers who, for career reasons, 
must be concerned about protecting their “territories.” As a result, 
it becomes easier to establish new teams that reach across bld 
boundaries. Such teams are of ten called cross-functional teams. The 
easy ability to form and reform teams is a distinct organizational 
advantage in a time when a host of new problems and opportunities 
arise that do not fit existing organizational units. 
A third reason that a team-based approach is preferable is that 
teamwork can result in higher productivity, better quality, and greater 
staff morale. It does so through better use of the talents of individuals 
and through better synergism within the workplace through the 
reduction of individual isolation (Rees, 1991, p. 37). It also provides 
these benefits because it allows and encourages everyone to take 
responsibility for the success of the operation (see Stayer, 1990). The 
team approach empowers individual staff members at all levels to 
contribute to the destiny of the organization as never before, and in 
so doing, reduces the number of those who come and go like zombies 
without interest, joy, or enthusiasm for the work. Thus the team 
environment offers a means to put an end to the anxiety-induced 
inertia referred to earlier by restoring to librarians and support staff 
alike the ability to get directly involved in working out their 
professional destinies. 
The costs of developing a team environment are limited to the 
price of education and training and the effort necessary to make the 
mental conversion from the vertically authoritarian workplace to the 
team environment. Most of us have known nothing other than the 
authoritarian environment, so the conversion will require patience, 
education, and practice.* Since the recommendation for funding in 
the above section on E&T includes the cost of team training, the good 
news is that moving to a team environment places no additional drain 
on the budget. 
Emphasis On Fiscal Empowerment 
If empowering the library staff through redesigning libraries into 
team-based organizations is to be most effective, then the teams must 
also be empowered to manage their own budgets. While there are 
examples of libraries that practice some degree of decentralized budget 
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management, the predominant model is for library administrators 
to retain fiscal control. Our present environment, therefore, is vertically 
authoritarian both in terms of decision making and in determining 
the use of financial resources. The result is an organizational climate 
that militates against budgetary change even for good reasons. When 
administrators propose financial change, there is little or no ownership 
of, or support for, the proposal by the staff. Indeed, staff are typically 
uninformed about the budget and threatened by suggestions for 
change. At the same time, when staff wish to recommend a change, 
there is little likelihood that they will understand the budget process 
well enough to make their case persuasively or have it taken seriously. 
The result is that most library budgets remain virtually unchanged 
from year to year. Thus, it is not sufficient to empower staff through 
redesigning libraries into team-based organizations; they must also 
be given financial empowerment in the team context. 
The transitional library model, therefore, proposes that the 
library’s budget be allocated to the teams as appropriate, and that 
the teams be granted both the responsibility and authority to determine 
and manage the expenditure of the funds. This will allow teams to 
make and implement choices to cope with a changing environment. 
If new challenges lie beyond the financial resources of individual teams, 
as they often will, teams may choose to pool resources in ways never 
imaginable within the present model. They may also choose to create 
new teams, staffing and funding them with human and financial 
resources reallocated from existing teams. 
Emphasis On More Effective Management Systems 
Paying both for maintaining key traditional library functions and 
for beginning new functions is a large order. Indeed, just paying for 
ongoing traditional functions is of ten impossible in the current 
financial climate. So achieving a financial environment that can to 
some degree do both seems more like magic than modeling. Yet it 
can be done if the new model provides the necessary means and 
incentives to help library staffs stretch library financial resources 
further than ever before. What is required is a financial commitment 
to developing new ways of doing library business, and these new ways 
must create much greater efficiency and cost effectiveness. 
Incorporating the new emphases described earlier also requires 
new ways of doing business. Signs of these new ways are already 
appearing in some libraries. One such sign is the movement of some 
libraries toward management techniques usually identified as Total 
Quality Management (TQM). T Q M  is a complex system that comes 
in several varieties but at its core is an effort to base decision making 
on hard data, to improve quality continuously, to place user concerns 
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at the center of things, and to create a team-working environment. 
Adopting a comprehensive organizational strategy such as TQM offers 
the advantage and convenience of providing a single system that can 
incorporate the emphases of this transitional library model. But 
whether libraries adopt an existing system or develop one of their 
own, tight budgets in this time of new opportunities make it  imperative 
that libraries change old management habits. 
THETRANSITIONAL BUDGETLIBRARY 
It would be helpful if libraries would discontinue comparing 
budgetary ratios and statistics for awhile. Like the rigidity of our 
present organizational model, comparative statistics help hold our 
budgets in an unfortunate stasis. Since quality is typically measured 
and claimed on the basis of such comparisons, it is difficult, if not 
dangerous, to abandon competitive, comparative statistics as the 
justification for setting and defending library budgets. In practice, 
statistical standings are far more important in our current budgeting 
practices than is user satisfaction. If we could discontinue keeping 
the comparative statistics and allow libraries to construct budgets for 
better reasons, perhaps we would see positive and exciting results. 
For this reason, the transitional library budget should have as 
few standard ratios as possible. It should, rather, encourage libraries 
to make whatever creative changes are necessary to serve their users 
with the best services, resources, and technologies possible. Its goal is 
to facilitate the search for the twenty-first century library. The heart 
of the transitional library budget, therefore, is its lack of prescriptions 
for “appropriate” levels of expenditures for any of the major budget 
areas. 
In the foregoing description of the emphases of the transitional 
library model (TLM), it has been suggested: for education and training, 
2 percent of the salary budget should be allocated; for new service 
opportunities, 3 percent of the operating budget; for user respon- 
siveness, 2 tenths of 1 percent of the operating budget; for teamwork, 
only the education and training costs; for fiscal empowerment, no 
additional costs; and for more effective management systems, only 
the E&T costs. These are the only prescribed costs contained in the 
TLM. This model proposes, therefore, to transform libraries into 
flexible organizations adept at coping with change for an annual 
investment of less than 5 percent of their operating budgets. 
There will, of course, be other costs each year, but the transitional 
library model resists projecting them. Indeed, if the model serves its 
purpose, the internal budget ratios among salaries, collections, access, 
computer technologies, and other expenditures, will change 
proportions each year. If teams, for instance, are empowered to choose 
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between filling vacancies or converting salary dollars to technology 
support, they will make the necessary choices, and changes will begin 
to take place. 
It is the premise of this transitional library model that the changes 
which will take place among the major budget ratios in the next 
few years will favor a reduction in expenditures for personnel and 
a corresponding increase in expenditures for technology, a reduction 
in expenditures for print-on-paper, and a corresponding increase in 
expenditures for the electronic distribution of information. The TLM, 
however, does not attempt to prescribe movement in these directions. 
Rather, i t  seeks to establish an environment in which libraries will 
have the organizational and budgetary flexibility to rearrange their 
internal finances as necessary to best serve their users during this 
generation of change. 
CONCLUSION 
It is my hope that the organizational emphases of the transitional 
library model and the approach to budgeting that supports i t  will 
provide libraries with the means to prosper under the technology 
assault and to develop the ability to adapt to change easily. It is also 
hoped that consistent programs of continuing education and training 
combined with empowerment through the team-based approach will 
improve the sense of confidence and control among library staffs. 
Perhaps libraries that adopt the TLM will cease to look like mirror 
images of one another and, instead, take new shapes that uniquely 
serve the differing needs of their users. And perhaps in an environment 
where differences are permissible and experimentation is common, 
some library will find the perfect budgetary ratios for the library of 
the future. Until that time, a transitional library model will serve 
us well. 
NOTES 
This failure of the current hierarchical library model is not a condition unique 
in libraries. It is something that is characteristic of many organizations in our time. 
See chapter 4 in Davis and Davidson, 1991, pp. 111-143. 
2 This is not unique to libraries. Peters (1992) notes that most of the world’s business 
is conducted by “vertically oriented, staff-driven, thick-headquarters corporate 
structures” (p. 13). 
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Sustaining Organization Advantage in Times 
of Financial Uncertainty: The Context 
for Research & Development 
Investments by Academic Libraries 
RONALDF. Dow 
ABSTRACT 
THISARTICLE WILL ESTABLISH a managerial context for the expenditure 
of funds for research and development (R&D) by academic libraries. 
Ultimately, conclusions are drawn concerning the nature of these 
investments by libraries as management strategies during times of 
uncertainty. 
INTRODUCTION 
This discussion will establish a managerial context for the 
expenditure of funds for research and development (R&D) by academic 
libraries. In contrast to the volumes that have appeared sustaining 
the value of R&D expenditures by the for-profit sector, little has 
appeared in the literature of librarianship on this topic. What has 
appeared in this literature speaks to these investments in the broadest 
possible terms. Typical of this literature are statements that urge 
library managers to “invest in new technologies and new ways of 
doing the library’s business ...” (De Gennaro, 1987, p. 145) or to 
“encourage independent entrepreneurial activity” (Downes, 1987, p. 
83). Other specimens of this literature are descriptive, maintaining, 
for example, that “technological innovation will be provided to 
libraries-primarily by specialty suppliers adapting innovative 
techniques and devices to the particular needs of the library market- 
rather than pioneered within libraries” (Drake & Olsen, 1979, p. 100). 
Each statement clearly urges the expenditure of library resources on 
development or purchase of innovation, but none provides a reasoned 
organizational context for understanding these investments. 
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FOR-PROFIT & DEVELOPMENTRESEARCH 
For-profit corporations use expenditures on research and 
development to address marketplace challenges. These expenditures 
are formally directed through task-oriented research and development 
departments. The task of such departments is to focus on undirected 
research in areas of corporate interest. Such research may lead to 
new products and services that aid the entity in serving new and 
existing markets or may provide assistance to operating divisions in 
the effort to overcome current operational problems (Ellis, 1984, pp. 
40-41). 
Central to the corporate theory on the value of investment in 
research and development is the organizational need to sustain a 
competitive edge in a rapidly changing marketplace environment. 
Economists and management theorists have emphasized the crucial 
role of R&D in determining the economic well being and business 
success of for-profit entities in such an environment (Jacobson, 1992, 
p. 788). Few organizations enjoy permanently stable environments, 
and, therefore, lack success without the development of new products 
or services. 
SUSTAINING ADVANTAGECOMPETITIVE 
The idea of sustaining competitive advantage during times of 
uncertainty has become a topic of academic investigation. Much of 
this research emphasizes the need for organizations to develop 
management strategies for marshaling firm resources. The focus of 
these strategies is on efforts at adapting organizations to their 
changing environment for the purpose of sustaining the economic 
viability of the firm. 
At this point, a few terms are worthy of definition. The literature 
defines “internal environment” as “those relevant physical and social 
factors outside the boundaries or specific decision unit of an 
organization” that are taken directly in to consideration “during 
organizational decision-making” (Duncan, 1972, p. 314). In the 
literature, “the term ‘strategy’ has a wide range of related meanings.” 
However, the use of the word here focuses on the “relationship 
between a whole organization and its external environment” (Rumelt, 
1979, p. 197). Strategy-making then is the managerial process of 
determining interactions between an organization and its external 
environment to secure scarce resources. For the for-profit corporation, 
this interaction is market driven and seeks to maximize return on 
investment. For the not-for-profit organization, strategy-making 
relates both to the actions management takes with funding agencies 
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when seeking to assure resources in support of the organizational 
mission and goals, as well as to interactions between the organization 
and constituent groups through the delivery of products and services. 
Miller and Friesen (1983,p. 222) have developed a useful structure 
for characterizing strategy-making activities undertaken by managers 
in their efforts to achieve symbiosis between organizational goals 
and processes and the resource purveying environment. They have 
labeled the first dimension of activities as analysis and the second 
as innovation. Strategy-making through analysis is reflected by 
activities that methodically and systematically take more factors into 
account when decision-making ensures symbiosis among decisions, 
plans for future contingencies, and develops new levels of 
organizational expertise. Strategy-making through innovation 
encompasses the introduction of new products and services, allows 
for experimentation with new production-serving technologies, and 
incorporates the search for novel solutions to problems. Innovation 
frequently assumes a proactive interaction with operating en-
vironments and frequently embodies organization risk taking. 
Investment by organizations in research and development clearly falls 
under this second category of strategy-making activities. Research 
and development expenditures are one of the two dimensions of 
activities managers use when responding to uncertainty in their 
external operating environment. 
IN REVIEW 
Research has found that organizations, in order to remain vital 
and economically viable, must adapt to their external environment. 
The environment consists of factors that are outside the control of 
the organization but that are taken into consideration when decisions 
are made. Research has shown that, during times of uncertainty, 
managers turn to strategy-making activity as they seek to maximize 
organizational fit with the external environment. Strategy-making 
activity can be described as being either analysis oriented or 
innovative, with research and development expenditures being 
incorporated as innovative activity. 
TRADITIONAL FUNDINGLIBRARY STRATEGIES 
Libraries can be viewed as culturally based social constructs- 
that is, their meanings are a sum of uniquely held personal beliefs. 
Employees, librarians, managers, users, nonusers, funding agencies, 
and broader institutional administrators all can and do maintain 
differing and personal opinions, if not heartfelt beliefs, as to what 
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a library is or should be. When seeking resources from institutional 
sponsors, librarians and library managers have relied on the goodwill 
of this socially constructed view of the library to justify claims on 
institutional resources. In effect, this shared perspective is that the 
mission of the library is central to the meaning of academia and 
warrants the full resources due that position. This perspective has, 
in the past, carried some weight in assuring ongoing institutional 
support. 
A frequent aspect of this construct also maintains a central role 
for libraries in the process of the ongoing exchange of scholarly 
output. Events of the past few years, including the escalating cost 
of library materials, the growing power of information suppliers, 
and the maturing of competitive markets for networked information 
are challenging shrinking library budgets and the central role of 
libraries in the scholarly exchange process. On campus, as access 
to information outside the walls of the library is becoming more 
commonplace, some have begun to doubt the value of libraries in 
an electronic environment. Campus administrators, with greater 
frequency, speculate on the nature of an electronic library and 
question the need to expand or maintain the physical edifice that 
is the library. More and more, librarians and friends of the 
traditionally defined library fear for the further erosion of institutional 
support for library programs, while some have even come to fear 
for the future of libraries in academia and for librarianship as a 
profession. 
Questions as to how libraries will respond to the escalating pace 
of change, how library managers will fund the acquisition of multiple 
information formats, how they will meet the expanding service needs 
of their constituents, and questions as to how they will compete on 
campus for a piece of a shrinking institutional resource base, have 
served to magnify the uncertainty that is threatening the most 
heartfelt beliefs about libraries. 
ORGANIZATIONALENVIRONMENT 
More now than ever, uncertainty in the library’s environment 
is affecting operations and managerial decision-making. Can libraries 
continue to count on the strength of this culturally constructed 
perspective of the library to obtain resources into the future? 
Barney (1986) maintains that there are conditions that must be 
met for organizations to continue to exploit the strengths of the culture 
advantage their organizations enjoy (p. 658). To maintain this ad- 
vantage, an organization must be viewed by the environment as val-
uable based on superior performance measured by positive outcomes. 
The culture of the organization must be seen as possessing rare and 
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unique qualities that account for these outcomes. And the 
organization must be viewed as imperfectly imitable-in other words, 
competitors must be unable to easily replicate or replace that which 
is unique to the organization. 
It is the latter point that represents the greatest uncertainty for 
libraries. The challenge of these times exists because the resources 
and services that are unique to libraries may be replaced by 
technologies that represent new ways of processing, storing, and 
distributing information, and because the creation of new mass 
markets for information may bypass libraries and directly engage 
the library’s traditional user base. Barney (1986) concludes that 
organizations “without valuable, rare, and imperfectly imitable 
cultures cannot expect their cultures to be the source of sustained 
competitive advantages” (p. 663). The result of his research points 
to the need by organizations such as libraries-organizations that 
have tended to secure resources based upon the strength of a culturally 
based identity-to adopt strategies that will serve to justify the 
ongoing investment of institutional resources in the entity once the 
unique aspect of the organization begins to erode. 
LIBRARY FOR FACINGSTRATEGIES AN 
UNCERTAINENVIRONMENT 
Organization research has offered that managers turn to strategy- 
making activity to address environmental uncertainty. Given the 
uncertainty that now exists in the funding environment on campus, 
library managers are also identifying strategies to move their 
organizations more in line with this changing environment. One 
such manager, Richard De Gennaro (1987), has observed that: 
“Determining the right goals and the best strategies and timing for 
achieving them is the central issue in directing libraries” (p. 146). 
Miller and Friesen’s ( 1983, p. 222) two-dimensional framework 
for characterizing strategy-making activities can provide a tool for 
assessing the degree to which library managers are exploring strategy 
options. Miller and Friesen characterized strategy-making activities 
as either analysis or innovation. When reviewing the literature of 
librarianship in reference to organizational strategies, we find most 
of what is written falls into the analysis category. For example, when 
writing on innovation and libraries, the authors conclude that, “it 
will be essential for librarians to understand the internal economics 
of the library, the relationship between input and output ...” and 
that “the retrenchment of the economic base of higher education 
will constrain library program growth but accelerate innovation for 
efficiency” (Drake & Olsen, 1979, pp. 95-96, 100). Downes (1987) is 
even more distinct: “The cycle of innovation which begins with the 
DOW/SUSTAINING ORGANIZATION IN FINANCIAL UNCERTAINTY 465 
installation of new information technolo gy...encourages independent 
entrepreneurial activity ...[and meets the] need for a high level of 
analytical management ....” (p. 83). Although these authors write of 
innovation, their perspective is not of the same innovation discussed 
in Miller and Friesen’s terms. These writings are characteristic of 
the analysis perspective of the Miller and Friesen framework rather 
than of the innovative dimension. 
The analysis dimension of this framework is also useful for 
characterizing another form of strategy writing in the library 
literature. Typical of this form of thinking is the following, which 
declares that “Budgeting-resource managemen t-and creativity-
fostering environments which encourage questioning, divergent 
thinking and new ways of looking at things-are our most powerful 
tools as we move toward the 21st century” (Stoffle, 1991, p. 23). Here 
again the emphasis is on internal organization activity and analysis 
in response to change and environmental uncertainty. 
Few examples of writing exist in the library literature that 
describe innovation in the context of the second dimension of the 
Miller and Friesen framework. In one example, the author describes 
how one research library supports a separate R&D department. Here 
group members perform activities that bring an outside perspective 
and expertise to the libraries’ online public access catalog (OPAC) 
and automation development efforts. They also support line 
operations with technically oriented training and work with 
operating departments to solve local automation needs and desktop 
computing problems (Dow, 1992, p. 38). This organizational use of 
an R&D department is in accordance with the earlier definition by 
Ellis of research and development departments in the for-profit sector. 
In summary, although library managers refer to strategy-making 
activity to address environmental change and uncertainty, the 
majority of the literature addresses enhanced internal analysis of 
operations, organizational efficiencies, and improved worker 
productivity. Few examples of traditional innovation strategies, in 
the for-profit sense, are developed in the library literature. 
A CONTEXTFOR R 8c D EXPENDITURESBY 
ACADEMICLIBRARIES 
The value of the Miller and Friesen framework is that it reminds 
management that there are two dimensions to strategizing to meet 
an uncertain environment. From a review of the literature of 
librarianship, it is clear that strategies are developing for managing 
in an uncertain environment. However, much of this literature focuses 
upon what Miller and Friesen have described as the analysis form 
of strategy aimed at improving upon internal decision-making and 
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operations to support organizational goals in response to the decline 
in external resources. 
The second dimension of the Miller and Friesen framework, 
which relates to innovation in the for-profit R&D context, is less 
frequently found in the library literature. Is this significant? March 
and Simon (1958) have hypothesized that most innovations in an 
organization are a result of borrowing rather than invention (p. 188). 
This discussion has not been to answer this question but rather 
to provide a context for academic library managers to consider R&D 
expenditures as part of overall strategy-making when managing in 
what is fast becoming an uncertain environment. To return to a time 
on campus when library services are unique to their environment 
may well call for library managers to fully exploit all available 
strategies and not just those that better maximize existing products 
and services. 
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Fund-Raising as a Key to the Library’s Future 
DWIGHTF. BURLINGAME 
ABSTRACT 
THEGROWTH AND DEVELOPMENT OF library fund-raising in the United 
States is reviewed within the context of library history as well as 
in the greater context of the development of contemporary 
philanthropy in this country. The role that fund-raising can play 
in the articulation of a library’s mission as well as the contribution 
it can provide to management objectives are examined. The author 
concludes that fund-raising can play a critical role in the future of 
today’s libraries. 
INTRODUCTION 
The environment in which libraries operate has changed 
dramatically in many ways. Still, the libraries that Carnegie and others 
helped build often appear to be the same. In other words, the 
traditional function of libraries to provide a safe place for the 
accumulated knowledge of humans has remained much the same 
while the ways to package the information and distribute it have 
changed dramatically. Scholarly communication has gone through 
some major changes because of the development of communication 
networks, technology-based forms of knowledge, increased 
production of scholarly information, and the capacity of libraries 
to deliver and preserve the last century’s knowledge that was primarily 
printed on acidic paper. The electronic library is fast approaching. 
Libraries are faced not only with the rapid growth rate of 
information but also with continued increases in costs for materials 
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and services which most often exceed the rate of inflation. Meeting 
these needs demands additional resources that appear not to be 
available from traditional sources. As Vartan Gregorian (1991) so 
elegantly put i t  in his foreword to Raising Money for Academic and 
Research Libraries: 
From the clay tablets of Babylonia to the computers of modern research 
libraries stretch more than 5,000 years of men’s and women’s insatiable 
desire to establish written immortality. It is, therefore, critical that ...[we] 
promote libraries as worthy recipients of philanthropy. Our intellectual 
heritage depends on the success of this mission. It cannot be done by 
a single financial source. (p. v)  
HISTORY 
The beginning of private support for American public libraries 
was usually attributed to John Harvard when he bequeathed some 
300 volumes from his private library to a struggling colonial college 
which today is, of course, Harvard University. Benjamin Franklin’s 
launching of a subscription library in Philadelphia in 1731 served 
as a model for many other libraries in Europe and North America. 
Franklin intended to promote equal access (among Americans of the 
time). The first financing of a public library from public dollars 
came about when the Reverend Abiel Abbott convinced citizens to 
support the Peterborough Town Library in New Hampshire in 1833 
(Clark, 1992). However, the birth of the public library movement 
in the United States really began in earnest in the mid-nineteenth 
century as Americans supported the notion for a free education which 
was inherent in the democratic promise. It also provided a response 
to the varying social requirements in a democracy as well as a reflection 
of the idealism that characterized the Enlightenment period in 
America (Curley, 1990). 
The trust by citizens in private philanthropy to assist in the 
public library movement was rewarded by such individuals as Jacob 
Astor in New York City, Joshua Bates in Boston, Enoch Pratt in 
Baltimore, and, of course, Andrew Carnegie in over 1,500 communities 
across the land. Private philanthropy was a stimulus for public tax 
support. However, some have argued that the reverse can also be 
true, contemporary examples of which are briefly mentioned later. 
The shift from subscription lending libraries to mainly publicly 
supported libraries took well over 100 years. However, community 
support grew for public libraries even during the depression as 
libraries served many unemployed. Roosevelt’s New Deal through 
the Works Progress Administration spent millions by creating jobs 
for Americans in libraries. The postwar economic boom saw marked 
expansion of suburbs and along with them came a public library 
in almost every one. In 1956, the Library Services Act was signed 
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primarily for the extension of library services to rural areas. And, 
in 1964, the Library Services and Construction Act was signed by 
President Johnson, which created another major building cycle for 
public libraries. 
Budget cuts started in the 1970s, and libraries were once again 
faced with troubled times. Galvanization of grassroots support for 
local libraries around the United States in the 1980s and 1990s has 
appeared to stem the tide of budget cuts, often because of the support 
of voters rather than the help of politicians (Berry, 1993). 
Being able to obtain multiple sources of support for the library 
appears to have become part of the effective librarian’s portfolio. 
Seeking the right balance of support from local, state, national, and 
private sources has been, and continues to be, a major challenge 
for libraries. A library development program integrated within the 
library structure can assist in bringing clarity to this chronic problem. 
THENEED ENVIRONMENTAND CHANGING 
The need to serve more and diverse functions has often brought 
pressure upon libraries and librarians to become more efficient and 
to find additional resources. Traditional resources- tax dollars, tuition 
revenue, and other fees-have not been able to meet the demand, 
thus the search for alternative funding sources, including fund-raising 
from private donors, has taken on a new perspective and importance 
to libraries across America. Durrance and Van Fleet (1992) surveyed 
library leaders in 1990, and those leaders identified five categories 
of changes that would affect public libraries in the 1990s. Planning 
to meet community needs, adopting public relations, marketing 
strategies, and fund-raising are three of the categories which clearly 
stress the need for a library development program. It is not sufficient 
to just affirm the need for fund-raising; an aggressive and organized 
activity that is professionally managed is required. 
As more nonprofit institutions are created (over 1 million 
according to Independent Sector estimates), and as more and more 
public sector organizations seek funding from nongovernmental 
sources, competition for private support has increased dramatically. 
In his seminal work on fund-raising in university libraries, Andrew 
Eaton (1971) observed that most librarians did not consider fund- 
raising their business, and thus it had been a neglected part of 
librarianship. Some eight years later, Breivik and Gibson (1979) also 
noted that “most libraries seem reluctant to engage in major fund- 
raising efforts” (pp. 8-9). Even today reluctance among librarians 
still exists. 
This reluctance takes the form of concern that libraries embarking 
on private fund-raising (especially public libraries and academic 
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libraries in public institutions) do it  for the wrong reason-i.e., to 
make up  for losses in basic support that are considered by many 
to be a public or institutional responsibility. Librarians need to think 
about the purposes for which alternative funding sources are sought. 
Whether from individuals, foundations, or federal grants, the new 
and innovative, the special and extra service, and that which makes 
for excellence, comprise the most appropriate purposes for private 
library support. White (1992) captured this thought in his argument 
that the management structure must be held accountable for funding 
libraries adequately, and that libraries are not charitable or-
ganizations. Jeffrey Krull (1991) also has warned that library fund- 
raising should be used to “supplement, not supplant” (p.65). Patrick 
O’Brien has noted that one should cast private fund-raising as “more 
parsley on the potatoes; not the potatoes” (in Rawlinson, 1991, p. 
67). All of these warnings, of course, are intended to reinforce the 
understanding that public libraries are a “public” responsibility and 
therefore must primarily be funded by tax dollars. 
A DEVELOPINGFIELD 
Major changes have taken place since Eaton’s observation in 1971. 
Not only do we have a vast array of how-to-do fund-raising literature 
available (Hayes, 1990) in the form of books, magazines, The Chronicle 
of  Philanthropy newspaper, and thousands of articles, but we have 
the beginnings of a small and growing body of scholarly literature. 
Examples of the scholarly literature can be found in the Nonprofit 
and Voluntary Sector Quarterly, Voluntas, Nonprofit Management 
6.Leadership, and the publications of the Independent Sector research 
forums. In addition, a new index entitled Philanthropic Studies Index 
covers the English language literature relevant to the nonprofit and 
voluntary sector including much on fund-raising. 
Over thirty academic and research centers have been formed in 
the United States in the last two decades-all of which are adding 
important contributions to the study and research in the field 
(Crowder & Hodgkinson, 1991). The most comprehensive of these 
is the Center on Philanthropy, established at Indiana University in 
1987. In 1993, an international and multidisciplinary scholarly 
association was formed-i.e., the International Society for Third- 
Sector Research (ISTR). Part of its purpose is to understand phil- 
anthropic behavior, which illustrates further the growing importance 
attributed to the subject of fund-raising. 
Marked growth has also taken place in the membership of 
professional fund-raising associations. The Council for Advancement 
and Support of Education (CASE), The National Society for 
Fundraising Executives (NSFRE), Association for Healthcare 
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Philanthropy (AHP), to name only three, have more than doubled 
their numbers in the last twenty years. In addition, the Foundation 
Center’s (1993) latest directory of funding sources for libraries and 
information services, published in 1993, is approximately 150 pages 
long (Olson et al., 1993). 
Professional organizations have of ten added divisions or 
committees that deal with fund-raising. In the 1980s, the Association 
of College and Research Libraries (ACRL) Fund Raising and 
Development Discussion Group, the Library Administration and 
Management Association (LAMA) Fund Raising and Financial 
Development Section, and the Public Library Association (PLA) Fund 
Raising Committee were established (Burlingame, 1991). In 1987, a 
group of professional library development officers formed and today 
are known as DORAL, N.A. (Development Officers of Research 
Academic Libraries, North America). 
A March 1992 SPEC survey of the members of the Association 
of Research Libraries (ARL) showed that fund-raising was a well 
developed function in many research libraries (ARL, 1993). Three 
other important studies of fund-raising in libraries have been carried 
out under the auspices of the American Library Association over 
the last five years. Non-Tax Sources of Revenue for Public Libraries 
(1988) found that likely sources for private support of libraries were 
from individuals or friends groups (Lynch, 1988). Only 14.9 percent 
reported no income obtained from fund-raising (p. 2). However, the 
study concluded that most libraries have not developed their private 
fund-raising capabilities. Alternative Sources of Revenue in Academic 
Libraries was a companion study which found that private fund- 
raising was significant in higher educational institutions- 
particularly those that granted doctorates (ALA, 1991, p. 2). 
The LAMA fund-raising section conducted a survey of academic, 
public, and state libraries in 1985 (Fischler, 1987; Burlingame, 1987) 
with a follow-up study of public libraries in 1989 (Burlingame, 1990). 
What was important in these two companion studies was that a 
majority of librarians felt that fund-raising was important in meeting 
special needs and in gaining valuable support. The Burlingame (1990) 
study found that public libraries use the book sale as the most common 
type of fund-raiser and that the public relations function of fund- 
raising activities was as important as the dollars raised from private 
sources. The role that volunteers and special events play in getting 
public attention for the mission of the library and the subsequent 
confirmation of that belief by citizens voting for library levies needs 
to be studied further. 
GROWING OF FUND-RAISINGIMPORTANCE 
The growing importance of fund-raising in libraries is evidenced 
by the increasing number of professional positions on library staffs 
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as well as development staffs in academic institutions that are devoted 
to library fund-raising. In addition, articles in the Chronicle ofHigher 
Education, the New York Times, and local presses all tell success 
stories of libraries receiving major gifts of money and collections 
as well as the important day-to-day contributions of volunteers that 
make a difference in the quality of library services. From the $20 
million gift to the University of Florida Libraries to the $2,000 
“Auction Action” fund-raiser at Deerfield (Illinois) Public Library, 
the variety and importance of fund-raising in libraries today takes 
on new meaning. 
James Swan (1990) noted that librarians across the United States 
recognize that there is great potential for fund-raising in libraries, 
and that we need to take advantage of the opportunity to tell the 
library’s story and go out and ask for the support. The library 
development program can be used to assist libraries in conveying 
their mission and thereby stemming the tide of slashing library 
budgets. In fact, most recently this appears to have happened in public 
libraries as evidenced by the Library Journal’s survey in 1992 (St. 
Lifer & Rogers, 1993). Gallup polls conducted in 1992 found that 
community leaders and library users and nonusers advocated doubling 
the per capita support for public libraries (Quinn & Rogers, 1992). 
Referenda for building or renovating public libraries between July 
1, 1990 and June 30, 1991 had an 85 percent approval rate (Hall, 1992) 
which represented an improvement over recent prior years. Often 
this citizen support for libraries has been mobilized by Friends of 
the Library groups. The importance of having a citizens group with 
no vested interest should not be underestimated (Dolnick, 1990). 
Volunteers, whether or not they are members of the Friends groups, 
can also play an important part in stretching limited budgets as 
well as contributing to public relations efforts and fund-raising 
programs (McCune, 1993). 
MISSION 
What does development have to do with the mission of the library? 
Everything. Going through the process of setting up  a library 
development program will clarify and enhance one’s understanding 
of the organization’s mission. Strategic planning is one method to 
arrive at the goals-what you want to achieve; objectives-how you 
achieve the goals; and the services-methods you use to achieve the 
above. All of those clarify the library mission. 
External and internal environmental scans, along with a SWOT 
(strengths, weaknesses, opportunities, threats) analysis, are of ten used 
to arrive at understandings on what social need is central to the 
library and how to respond to meeting the need. Our external 
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environment is considerably different today than two decades ago. 
We are operating in an economic world which Lester Thurow (1992) 
has called the zero sum society. The United States has moved from 
having a surplus in trade to having a significant deficit. We have 
also become one of the world’s largest debtor nations. There is little 
doubt that the financial picture of the country cannot help but affect 
library funding and, in fact, i t  has been particularly viable when 
you look at the boundary shifts among what public library services 
are funded by the federal, state, and local governments. More pressure 
on local and state governments has forced greater calls for efficiency 
and accountability. Public libraries are not an exception. Such ex- 
ternal changes mandate that libraries become more visible and 
effective in illustrating the importance and depth of their contribution 
to society. A development program can contribute to such an effort. 
A planning process, or what some libraries call “needs 
assessment,” will ultimately provide the basis for the case statement. 
This broad based and intensive self-examination measures the current 
condition of the library against the mission. The case statement 
articulates convincing arguments for those who should support the 
fund-raising effort, and it educates library leadership so that they 
are better able to effectively verbalize the case. Needless to say, such 
an understanding is not only imperative for raising support from 
private donors but will also serve the library leader and manager 
well in other operational roles. 
Steele and Elder (1992), in Becoming a Fundraiser, emphasize 
the importance of the library finding its niche. What makes one 
unique? Thinking through the purpose of the library may seem trite 
at first; however, it may: 
provide you with a renewed appreciation of how your organization 
benefits its various constituencies and help you reawaken the basic 
assumptions and beliefs that are the key to articulating your vision with 
freshness and excitement. Most important in terms of fundraising, the 
answers that you come up with may supply you with those very ideas 
that will attract, stimulate, and motivate donors. (p. 53) 
Articulating the library’s mission so it  addresses what need is 
being met by the organization suggests that the case statement will 
be most effective when it is directed to meeting the donor’s needs, 
for i t  is the match of the donor’s need with the institutional provision 
that will translate into successful fund-raising. This principle applies 
equally well in obtaining public dollars, or campus dollars, or other 
potential sources of support for the library. Understanding the 
library’s history and how it  fits into the community will provide 
the basis for “the courtroom full of potential donors [to] be convinced 
to vote ‘yea’ on the library’s fundraising campaign” (Clay, 1990, p. 150). 
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EFFECTIVELEADERSHIP 
Fund-raising can lead to enhanced personal effectiveness and 
leadership because it  requires a belief in oneself, and it also requires 
one to be an effective listener-both important attributes for any 
library leader. Library fund-raising requires the participation of the 
library director and others in the library who are where the action 
is. Donors want to hear from those who are in a position of 
responsibility. Just as successful college or university development 
programs require the support and leadership of the president, library 
development requires the support and leadership of the director of 
the library. 
Librarians need to enter the fund-raising arena with positive 
attitudes and a list of opportunities, not with negative attitudes about 
asking for money and a set of problems. Donors want opportunities, 
and library leadership needs to provide them. In other words, the 
donors need you as well as you need them. “The fund-raising cycle 
is a constant one of developing relationships based upon a shared 
mission, asking, giving, and recognition. Such a process cannot take 
place without two parties at the negotiation table. Both are crucial” 
(Burlingame, 1992, p. 149). 
This philanthropic relationship is based on two principles clearly 
stated by Steele and Elder (1992) as: 
1. 	 Library fundraising seeks consonance between a donor’s wishes and 
a library’s needs. Hence, it should proceed in an open, ethical, 
balanced, win-win way. 
2. 	Fundraising is judged to be successful when it results in gifts that 
contribute to the strategic vision for the library to achieve; gifts should 
free a library to achieve its goals rather than hamper or distract it 
from its mission. (p. 1 )  
While there is a large quantity of practical fund-raising literature, 
there has not been a significant body of research developed, although 
some progress is beginning to be made. Perhaps the lack of interest 
in research in fund-raising can be partly explained by the negative 
attitude that many have for asking for money. As Robert Payton 
(1987) noted: “A lot of people don’t want to be bothered with the 
fund-raising, don’t like it, find it distasteful, and don’t want to be 
involved with i t  at all. They want to limit themselves to a ‘concern 
for the problem’ ” (p.2). 
If the library leader does have a dislike for fund-raising, 
confronting i t  head-on and learning what fund-raising is and how 
it works is probably the best personal cure. It will also contribute 
to the library’s fiscal health. 
The skills required to be an effective leader are much the same 
as those required of a successful fund-raiser. In fact, fund-raising 
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can reinforce the skills necessary for effective library leadership, and 
leadership development enforces effective fund-raising. 
PUBLICRELATIONS 
There is little doubt that well-run library development programs 
can lead to increased public awareness of the library. In fact, public 
relations provides the foundation upon which a fund-raising program 
is built. Or, if not the foundation, it at least complements the 
development effort. Some have argued that fund-raising can even 
be a specialization of public relations (Kelly, 1989). Some fifteen years 
earlier, Jesse Shera (1972), in his seminal work, The Foundations 
of Education for Librarianship,  argued that the librarian’s 
fundamental knowledge is concerned with: 
the interaction of human minds communicating across the barriers of 
space and time ....Because the role of the librarian is one of mediation 
in the world of recorded knowledge, his understanding of the 
communication process must be interdisciplinary in its roots; the 
librarian must comprehensively relate communication to a wide spectrum 
of human activities, involving a divergent variety of cultural groups, 
encompassing all ages and strata of intellectual competence .... 
(pp. 204-05) 
Kelly (1989) argued that we need to redefine fund-raising as donor 
relations. Therefore public relations is seen as the broader term- 
i.e., management of the activities that allow an institution to 
communicate with its public, Fund-raising becomes the narrower 
term that is restricted to those activities that deal directly with donor 
relations (p. 12). Using such a model argues for a shift in the public 
relations paradigm to include fund-raising. By doing so, one would, 
by extension, need to argue that fund-raising is an important 
component of library leadership, since every library director needs 
to be concerned with the translation of the library’s mission with 
its many and varied publics (for a more detailed discussion of this 
argument, the reader is referred to Kelly’s [19911, Fund-Raising and 
Public Relations: A Critical Analysis). 
CONCLUSION 
This overview of the role that fund-raising in particular, and 
development more broadly, plays and will play in the future of 
libraries is not exhaustive. It illustrates some trends that will affect 
the future economic health of our institutions as we strive to carry 
out the traditional and future mission of storage and access to 
information. With a focus on the donor-recipient relationship, 
effective library leaders will build better collections and provide better 
service for their patrons. Library fund-raising is critical, and it 
demands increased professional and skillful volunteer efforts to meet 
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the increasing needs of library users in a time of increased competition 
for public and private resources. 
This discussion of fund-raising reminds this author of the classical 
story of Sir Christopher Wren. While overseeing the building of St. 
Paul’s Cathedral in London, he asked two stonecutters what they were 
doing. The first replied that he was cutting stone. The second 
responded by saying he was building a cathedral. Library development 
can help one see the “big picture” and provide a focus on actualizing 
the library’s mission with support from multiple sources. 
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The Changing Library Environment 
MURRAYS. MARTIN 
ABSTRACT 
IN SIMPLER TIMES, libraries operated in a relatively closed en-
vironment. Apart from book dealers and the local administration, 
few other participants impinged on library operations. Now libraries 
must operate within an environment with many players. These 
include systems vendors, bibliographic utilities, a wide range of 
suppliers, and a whole series of support agencies, some of which 
are part of the institutional background while others include 
consortia, vendors, maintenance suppliers, and grant agencies. Not 
least among these new influences are the various electronic services, 
which have raised high expectations on the part of library users. 
In order to maintain their programs, libraries must adapt to these 
changes even with shrinking budgets and more demands on funds. 
INTRODUCTION 
When it  was simply a matter of purchasing materials to meet 
the needs of users, libraries were faced with relatively simple choices, 
even if their budgets were inadequate to meet those needs. The goal 
was to purchase, process, and organize materials in a way that made 
them accessible to users. As a consequence, libraries developed a 
particular style of organization, which separated the various 
processing activities from those which had to do with user services, 
such as circulation and reference. This made for relatively simple 
budgeting and required few decisions about alternatives. There were 
always problems with expanding building needs, but, though 
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additions or replacements were often postponed, the need was clear 
and eventually the controlling authority would make provision for 
expansion or replacement. 
Now, however, libraries are faced with a much more complex 
operating environment and many competing needs. The financial 
implications of this change are fully explored in the accompanying 
article in this issue of Library Trends by Hayes and Brown. This 
setting is further complicated because many other decisions affecting 
the library are also made externally. Examples are changes in 
cataloging codes, which cannot be ignored because the sharing of 
bibliographic information has become a central task since libraries 
can no longer hope to be self-contained. Moreover, external services 
have come to consume a much larger part of the library budget than 
formerly. Libraries have to be prepared to pay consortia1 dues, fees 
to information brokers, and the support costs of automation. Together 
such charges may now amount to more than 20 percent of a library’s 
budget. The degree of flexibility has similarly been reduced. Most 
libraries have moved so far down the path of electronic dependence 
for technical operations (and for reference services) that there is no 
way of going back. Unless the payments can be made, the services 
will cease. Even the few major libraries that felt able to pursue an 
independent course in developing their own classification systems 
or automated library systems now find that they are being cut off 
from the mainstream of library and information development. 
RESPONSIVER ORGANIZATION 
To meet these changes in their environment, libraries have had 
to rethink their budgets as well as their organizations. A prime 
example is the need to provide more far-reaching library instruction. 
The sources of information have extended far beyond books and 
periodicals to include databases, online access to catalogs and 
bibliographies, and online information reachable only by use of the 
Internet and other telecommunications networks. To enable library 
users to work with such tools, much more intensive training is needed. 
The provision of this training must come from time formerly spent 
on other activities. In addition, the development of automated library 
systems has now far outreached the capacity of the individual library. 
Only by working cooperatively with other libraries and system 
vendors can the individual library begin to cope with its new 
information environment. This usually means time for attendance 
at meetings and time spent on updating staff members, again budget 
items that were not allowed for in earlier budgets. 
These changes have come into being precisely at a time when 
other economic forces have reduced the library’s budget capacity to 
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respond. Even while institutional and governmental budget sources 
are drying up, libraries find themselves needing more money simply 
to keep up. One is reminded of Alice Through the Looking Glass. 
Simply to stay in place, one must run harder. The library costs of 
the Internet and similar services are by no means clear but cannot 
be avoided. Although such services are now nominally “free,” there 
are real costs, and it  appears that, in the future, there will be more 
charges for the use of electronic pathways, charges which will be 
passed on to the library. Although it  was possible for libraries to 
seek special funding for the development of automated systems, their 
maintenance requires that the library continue to pay from its regular 
budget for services not contemplated when the budget was set up. 
Much has been made of the savings that can be achieved through 
cooperation and resource sharing, but these have proved to be illusory. 
Publishers and vendors have become much more aware of the costs 
associated with resource sharing and, to maintain their own cash 
flows, have had to recover at least some of the costs resulting from 
the sharing of information. This has brought them to look more 
closely at the need for royalty payments, for service contracts rather 
than purchases, and the need to recover the expensive outlays 
associated with going electronic. A simple example is the way in 
which Uncover Inc., which is an outgrowth of a cooperative library 
experiment in automation, has had to develop a complex series of 
charges and fees. Although these charges may appear to be extreme- 
at least to those who have come from the earlier times of interlibrary 
loan-they reflect the interests of the many players in the information 
industry. 
AUTOMATION 
When libraries moved into automation on a large scale, the first 
thought was that i t  could save money on internal operations (Gorman, 
1979). Certainly the sharing of bibliographic information via OCLC 
and similar organizations reduced the costs of cataloging, at least 
until i t  became clear that there were other associated costs, such as 
the maintenance of the supplier organization. Now automation is 
seen as the principal way in which libraries can save on the costs 
of acquiring materials. Instead of purchasing in anticipation of 
demand-the traditional collection development goal-they now look 
at just-in-time purchasing and sometimes at not purchasing at all 
in the traditional sense but, rather, purchasing the desired item from 
a document delivery service and handing i t  on to the user, who may 
or may not be required to pay the associated costs. This problem 
was discussed at length at the ACRL-NEC Fall Meeting in October 
1993, where Jay Lucker of M.I.T. said that his institution had decided 
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that all such costs would be met by the library, since they were incurred 
because the library had decided to cancel some subscriptions or not 
to subscribe in the first place. Not all libraries can afford this approach 
and are having to decide what charges will be passed on and what 
will be absorbed. 
This change in library practice will have profound effects not 
only on libraries but also on their network of suppliers. There are 
increasing numbers of document delivery agencies, sometimes as 
offshoots of more traditional activities, such as publishing. There 
are also increasing numbers of online full-text databases, although 
librarians should be wary of whether they are indeed full text (Tenopir, 
1993), and these can be expected to grow rapidly on such networks 
as the Internet. Gathering information, either by the library or the 
user, has become more complicated. Some users have opted for 
electronic access in preference to paper access (witness the success 
of Infotrac, not only with students but with faculty) regardless of 
the fact that this restricts them to preselected information. There 
are also growing numbers of information brokers who operate outside 
the traditional library structure, even though they of ten make use 
of libraries, and this may be setting a trend whereby there develops 
a personal bond between user and broker, bypassing the library. Many 
libraries which set up fee-based services are having to rethink their 
viability in the face of such competition (Martin, 1993). In a kind 
of counterpoint, many libraries are moving toward charges for certain 
kinds of library services considered to be nontraditional-e.g., 
database searches or document delivery. Many public libraries have 
always charged fees for personal reserves or for interlibrary loan 
requests, and, of course, for videotapes and other nonbook media. 
There have been some instances when governments have stepped in 
to prohibit such practices as contrary to the- laws setting up free 
public libraries (Martin, 1993). Academic libraries have seldom 
charged fees except for overdues and photocopy, but more are 
considering the possibility as budgets slip. Libraries are thus being 
forced to think in business terms about their social role, a kind of 
oxymoron which does not make budgeting any easier. Fees and fines 
are seen as income by the parent organization, and when their own 
budget sources start drying up, they encourage the library to expand 
its income sources. Of course, libraries were always not-for-profit 
businesses, but this was disguised by the ways their budgets were 
derived from taxes, student fees, or endowment income. Budget-driven 
organizations tend to disassociate income and expenditure. Not having 
to show a profit, they tend simply to spend the available income 
giving little attention to the outcomes of that expenditure. With a 
host of competitors accessible to their users, they now have to look 
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more clearly for such links. No longer the comfortable possessors 
of the information supply business, they are having to determine 
their niche in a complicated industry. 
THELIBRARYROLE 
Libraries are, therefore, faced with deciding what they should 
do, and often what they cannot do. There are, moreover, no clear 
rules to help in making this decision. Their traditional role as 
suppliers of printed information is no longer adequate for the new 
ways information is distributed. The latest information is often in 
electronic format and may never appear in printed form. Most library 
users, but particularly faculty users, are familiar with the many 
newsletters and communications about their subject areas and will 
ask for materials which do not appear in any regular bibliographic 
sources and which may not have any actual existence outside the 
electronic medium. Some of these sources are available free, but others 
can only be obtained by paying subscriptions or dues, and some are 
protected by codes and other keys not accessible to the librarian. 
As distinct from determining a publisher and a price and then ordering 
the required publication, i t  is necessary to decide whether and how 
to determine what is wanted and available through what means, and 
then to find whether it can be obtained, either by downloading, by 
printing, or by sending a request to the provider. Only then can 
the transaction be fitted into a routine. Moreover, in some cases, it 
turns out that the material required is accessible only to an individual 
who can show need. Finally, i t  may be that i t  will be necessary to 
pay a service subscription and a copyright fee. These complexities 
do not fit neatly into a library structured along activity lines. 
The older budget model which separated technical and service 
operations is in conflict with this kind of information retrieval (Chen, 
1980; Martin, 1991; Turock & Pedolsky, 1992; Young, 1976). No 
appropriate budget models have yet been developed and libraries will 
have to provide their own sub-budgets if they wish to show clearly 
how they are using their funds. This may not seem essential, but 
it is part of the justification now required for any budget request. 
The problem is that the various parts of these kinds of information 
retrieval operations cross existing budget lines with the result that 
i t  is difficult to arrive at actual costs and to show how these costs 
relate to goals and objectives. Nor is i t  simply a question of setting 
up  a new program or activity, since, for the most part, the staff time 
involved comes from participants in other programs, while the 
materials and support costs will be equally widely distributed. Some 
of these costs, in particular those relating to the Internet and similar 
telecommunications services, probably do not show u p  in the library 
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budget at all, yet they are real costs similar to the costs for postage 
or telefacsimile transmission related to regular acquisitions. There 
may also be copyright or royalty charges, which might formerly have 
been part of the cost of interlibrary loan or acquisition, and which 
were, for the most part, simply absorbed. Now that it is a matter 
of user-specific activities, libraries might be well advised to keep track 
of such costs and charge them back. 
Here the issue arises of whether the library, in undertaking such 
activities, is operating a business. Cost recovery cannot stop simply 
at out of pocket cost but must include regular operations and overhead 
as most libraries operating fee-for-service operations have discovered. 
If the library intends to expand its information services in this manner, 
it is necessary to decide how they will be paid for and by whom. 
This arises from the personal and specific nature of the information 
provided. As distinct from the book or periodical, which might be 
used over time by many users at minimal cost, the information 
provided by electronic retrieval is for one specific user and will not 
be retained by the library. In the past, this difference has been used 
to justify charging interlibrary loan borrowers for the cost of 
photocopies. Now the same justification applies to a much wider 
range of activities. Whether or not this course is followed will depend 
partly on the library’s philosophy of service but will depend much 
more on the level of financial support it is receiving. 
DEALERSAND VENDORS 
All libraries now work with an increasing number of outside 
agents. These include bibliographic utilities, cooperatives, book and 
serial vendors, system vendors, and specialized information supliers. 
Quite apart from having to decide which one to use for which purpose, 
libraries must also take into account associated costs. Moreover, the 
lines among the different kinds of agencies are becoming blurred. 
As Warzala points out in his article in this issue, the approval plan, 
for example, is merging with information services. Other vendors, 
such as CARL or Faxon, are now moving into the document supply 
area. Some services are mediated through online networks, while 
others continue to depend on dedicated telephone lines. As was 
reported in Library Hotline (“Wright State to Save $200,000 by 
‘Outsourcing’...,” 1993) one major library, Wright State University, 
has decided to contract out its cataloging to OCLC at an estimated 
annual savings of $200,000. Such a blurring of the lines between 
supplier activities is likely to become more common. 
This changing scene is a challenge to library ingenuity. Whereas 
earlier it was relatively simple to assign tasks to specific library units, 
it has now become much more difficult. This change is being mirrored 
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in name changes, such as Access Services for Circulation, but the 
styles of operation have not always changed to meet the new 
conditions. Interlibrary loan is often thought of as an extension of 
reference or placed with lending services, whereas i t  may now be 
better thought of as part of acquisitions. Acquisitions and cataloging 
are now inextricably dependent on online services but may have little 
or no connection with the systems department. The advent of 
automated library systems has also made it  difficult at times to 
distinguish between these departments, since the initial entry in the 
system database has to be up  to standard, which makes the acquisitions 
staff part-time catalogers. 
Even the growth of the services provided by utilities has now 
involved almost all library departments. For example, OCLC 
terminals can now be found, not only in cataloging, but in 
acquisitions, reference, serials, circulation, and interlibrary loan 
departments. Whereas formerly the support costs could simply be 
assigned to technical services, those costs must now be split and 
assigned by use to several departments. To complicate matters further, 
there are differential rates for different kinds of uses. The same is 
true for the library’s own automated system, which has grown far 
beyond simply providing an online catalog to include acquisitions, 
reference services, and perhaps local indexing. The increase of this 
type of overhead cost is one of the most noticeable in library budgets. 
VENDORRELATIONSHIPS 
Negotiations with book and serial vendors must take into account 
not only the level of service provided, but also its cost (Basch & 
McQueen, 1990). It is not enough simply to look for the largest 
discount. The level of fulfillment, the kinds of back-up services, and 
the standard of notification services must also be considered. To these 
has to be added the fact that, for many online services, there is no 
purchase involved but rather a lease agreement which may have to 
be reviewed by legal staff as a contract. Even when a database is 
actually purchased, there may be additional provision for updating 
on a contract basis. It is often the case that the library gains no 
title to the actual database but only a right of use which may, in 
turn, be restricted to certain users or to a total number of uses before 
additional charges are levied-or charges may be based on use from 
the start. This kind of approach is very different from that which 
saw books and periodicals purchased and transferred to the ownership 
of the library. Although large libraries may be able to negotiate special 
rates, most will be forced to pay for each database or service 
individually. One feature that this style introduces to budgeting is 
the need for legal examination of contracts for service. Whereas 
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libraries formerly had such needs but rarely-for example, when 
negotiating for the purchase of an automated system-can they now 
expect to call on legal expertise more frequently. As a result, 
institutions may now seek to recover the costs from the library budget. 
Even the apparently simple contract for the purchase of an 
automated system may now include not only maintenance costs, to 
be renegotiated annually, but costs for the use of bibliographic data 
or databases available through the vendor. In addition, libraries need 
to set aside funds for regular updating or for the replacement of 
outmoded equipment. Since the operation of an automated system 
frequently involves other elements of the institution, there may he 
several partners in the negotiations, each of whom may have a different 
perspective. How each party interprets specific provisions may affect 
both the cost and the operational capacity. When the necessary 
telecommunications involve both WANs and LANs, it may be 
extremely difficult to separate the costs that apply to each specific 
use. It has also been a problem for libraries which need to maintain 
direct lines to suppliers, particularly for system troubleshooting and 
for access to OCLC or similar utilities. Since most institutions now 
charge back overhead costs associated with communications, such 
costs have increased the “other” segment of library budgets 
substan tially. 
LIBRARYMATERIALS 
The expansion of library needs to include nonprint material 
has greatly altered both the library budget and the vendors with whom 
the library has to deal. The book and serial vendors have been joined 
by database, electronic, and document delivery vendors. In 
determining what kinds of materials are to be made available, libraries 
now have to expand the range of their vendor relations and decide 
what kinds of purchases have to made from which set of dealers. 
Whereas formerly i t  was possible to decide on the purchase of a 
subscription to a serial and place it with the appropriate dealer, now 
the decision has to be made whether to purchase a subscription or 
simply a specific article. Each decision alters both the library-vendor 
relationship and the budget allocation involved. A subscription would 
normally be assigned directly to the library materials budget. An 
article purchase might be assigned to interlibrary loan, access services, 
or be charged back to the borrower. If the library is attempting to 
keep track of allocation by subject or discipline, the amount should 
also be assigned to the appropriate subject even though it does not 
represent a purchase. If this is not done, it will not be possible to 
keep track of user needs in the same way as could be done through 
acquisition and circulation records. No libraries, however, seem to 
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have undertaken this kind of tracking. That implies that some of 
the collection management strategies that have been developed have 
not been modified to meet new needs. Records are kept to follow 
copyright requirements but not in terms of the distribution of user 
requests. There has been some talk of extending the acquisition budget 
to cover other kinds of transactions, but the full implications of the 
move toward becoming an “information gateway” have not yet been 
understood. Libraries may now be moving away from traditional 
kinds of statistics based on collection size and moving more toward 
user-related statistics which have less relationship to the collection 
itself. Even so, for the foreseeable future there will continue to be 
a need for print materials, if only in fields that do not surrrender 
as easily to electronic media-e.g., literature, philosophy, and the 
humanities in general. There may be a growing dichotomy among 
the science-technology-medical fields and all others, with the first 
becoming more and more dependent on electronic media and the 
others continuing to rely on traditional publishing. This may not 
affect greatly the monetary distribution of the budget, since access 
will continue to be costly in those fields, but it will certainly affect 
the ways in which libraries organize for the provision of information. 
Moreover, all access depends on ownership by someone, and it may 
become increasingly difficult to ensure that the needed, but seldom 
owned, materials are accessible within the accustomed range of library 
partners. Instead, libraries will become more dependent on new 
information providers, such as document delivery services, whose 
charges will become an important part of the library resources budget. 
As access to the Internet and similar networks changes from a free 
to a fee basis, these costs will also have to figure in the resources 
budget. One possibility is that individual researchers and other users 
with supporting budgets will begin to work directly with information 
providers, using, for example, charge cards so that it will be difficult, 
if not impossible, to determine the actual costs the institutional 
community incurs in its pursuit of information. The other possibility 
is that the library will have to act as a clearinghouse for such 
transactions, even though the actual charges may be distributed over 
a wide range of budgets. 
Similarly, the distribution throughout the library of re-
sponsibility for the use of databases makes i t  difficult to determine 
the true cost of their use-i.e., including staff time and support 
expenses. Although it has never been thought of as part of the 
materials budget, the time spent in shelving and reshelving materials 
is a true cost associated with the purchase and use of library materials, 
and the use of electronic sources does not differ except in appearance. 
Here libraries may need to become much more cost conscious and 
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calculate all the costs of alternative modes of information delivery 
before making decisions as to local preferences. The nature of 
electronic information reduces dependence on physical location in 
a way that such alternatives as microforms never did, but, in the 
same way as microforms, electronic publications impose new 
associated costs which have to be accommodated in the budget. 
The traditional budget allocation process, which has not changed 
essentially over more than thirty years, is now faced with a challenge 
that may prove unamenable to simple incorporation. Yet i t  would 
be as foolish to leave out the electronic media as it is to consider 
serial expenditures as a given and concentrate only on “books” (Packer, 
1988). The traditional use study, which lumped together all users 
rather than taking into consideration the individual user, will have 
to be replaced by user studies which concentrate on the user rather 
than on what is actually used. Only by doing so can libraries begin 
to see what kinds of resources are truly needed and how they should 
be distributed. The result could be a totally restructured budget which 
no longer considers only categories of purchases but also looks at 
processes and transactions as budget units. Such a move would be 
in line with the move toward a business approach but runs counter 
to the kinds of accounts mostly used in the not-for-profit sector. 
PERSONNELCONSIDERATIONS 
The same forces changing the library materials budget are also 
at work in the personnel budget. In the same way that differential 
inflation has reduced the library’s materials purchasing capacity, the 
general weakness of government budgets has reduced the library’s 
personnel purchasing power. Although it is not generally thought 
of in such a way, the hiring of personnel is the purchase of time 
and expertise, and it is appropriate to ensure that both are used as 
beneficially as possible. One of the weaknesses of many libraries has 
been their overreliance on professional staff for many activities which 
could well be carried out by staff with less training. Now it appears 
that libraries may have overreacted (Martin, 1991). The transfer to 
nonprofessional personnel of many activities formerly considered 
professional in nature-copy cataloging, acquisitions, interlibrary 
loan, circulation-has been proceeding rapidly (Goudy, 1992). To 
some extent it has been based on the increasing availability of 
electronic work tools, but i t  also reflects the need to stretch the staff 
budget by using lower grades of personnel. To this can be added 
the absolute reductions in total staff members. The result has been 
that, at least in ARL libraries and probably in others, the personnel 
share of the budget has been reduced from about 60 percent to little 
more than 50 percent. To the degree that this has been a conscious 
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move, i t  has been accomplished by rethinking the role of the librarian 
within the library. Most reductions have been made in the technical 
services areas (Gorman, 1990), but there have been some moves to 
rethink the ways in which reference services should be provided. This 
shift has been accompanied by more emphasis on better use of staff 
(i.e., getting more work from the existing staff) and on better 
management techniques. Here libraries may have been too ready to 
adopt business methods which are more appropriate to activities 
which do not directly involve the public. Most library activities 
continue to be unique and unamenable to the assembly line approach. 
The increasing reliance on statistics and comparative cost studies 
tends to ignore this factor. Although community use as a whole may 
be predictable, the library activities of the individual community 
users of the library will continue to be one-on-one, whether the 
borrowing of a book or the asking of a reference question. This kind 
of activity does not lend itself to streaming or to the dropping of 
unprofitable products. 
CONCLUSION 
Libraries have had to respond to a rapidly changing environment. 
Their ability to respond has been limited to some degree by their 
role as dependent units whose budgets are externally set. New 
technologies and new needs have had to be met at the expense of 
traditional needs. This has been particularly true in the case of library 
materials, where there has been not only internal competition between 
serials and other formats, but also external competition from 
automation and other electronic needs. Libraries have sought to 
resolve some of these difficulties by spending more effort to develop 
true resource sharing and turning to new kinds of information delivery 
services. But both these moves have been impeded by the failure to 
develop more effective budget allocation procedures on the part of 
the library itself and its parent institution. These changes have also 
been hastened by the economic decline in all government-related 
sectors of the economy. That decline has left libraries with little 
time to develop and implement new strategies, but there has been 
emerging gradually a new kind of budget model based less on the 
warehouse characteristics of the past and more on the consumer 
responsive nature of other service industries. 
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The Metamorphosis of the 
Information Resources Budget 
BARBARAG. LEONARD 
ABSTRACT 
THEMAJOR DISCRETIONARY AREA of any library’s fiscal resources is 
the information resources budget. The fiscal crisis occurring in higher 
education over the past five years has led many research and academic 
libraries to spend large amounts of time bemoaning the fact that 
they are expected to do more with less. However, academic librarians 
must remember that change is occurring in all segments of society, 
technological advancements are continuing at a faster rate than 
anyone had thought, and the expectations of higher education are 
increasingly demanding. Academic libraries must adapt accordingly. 
Jerry Campbell (1989) once remarked that, “the budgets of academic 
libraries are rooted in the past” (p. 77). This position is no longer 
acceptable. Since the information resources budget is the major 
discretionary area of a library’s fiscal resources, the academic libraries 
must find cost-effective ways to achieve library goals through more 
efficient managing of this portion of the library’s budget. 
INTRODUCTION 
The information resources budget has undergone a variety of 
name changes and definitions in recent years. A recent ARL (1990) 
Spec Kit defined the materials budget as “those funds used to acquire 
and lease materials” (on Specflyer) with funding used for the 
following: books, serials, microforms, videos, sound recordings, maps, 
manuscripts, government documents, computer files, binding, 
resource sharing agreements, preservation and conservation, consortia 
memberships, remote database sharing, bibliographic utility 
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memberships and transactions fees, computer hardware to manage 
computer files, computer file processing and servicing, interlibrary 
loan, and document delivery (p. 8). The same Spec Kit provides the 
following as alternative names for the materials budget: acquisitions, 
access, information, book, resources, collections, collection 
development, information access, and information resources. For 
purposes of this article, the term “information resources” is used 
to encompass the broadest possible definition of sources that libraries 
will be providing in the future. 
The allocation of the information resources budget has long been 
debated in the literature. Packer (1980) summarizes a number of 
formula approaches and comments that most authors writing abaut 
allocation deal with the question in terms of the book budget and 
that serials are entirely separate and must be dealt with in a different 
context (pp. 277-78). Charles Lowry’s (1992) matrix formula allocates 
funds for monographs and serials according to discipline and 
publishing patterns (p. 121). Carrigan’s (1992) expansion of Paul 
Metz’s proportional use methodology to electronic information (pp. 
295-96) carries the allocation process beyond books and serials to 
a very different format. 
There are as many allocation methodologies as there are libraries, 
and each library makes allocation decisions based on its own 
particular mission, objectives, and needs. A recent survey of ARL 
libraries found that, of the respondents, the top three most frequently 
weighted factors in allocation were cost of materials, inflation and 
the value of the dollar on the international market, and differences 
in costs among various categories of materials. Ranked tenth and 
eleventh were use of the collection and unfilled patron needs (ARL, 
1990). With the transformations occurring in society, higher education 
in general, and university libraries in particular, libraries need to 
be more cognizant of other factors, including technology, in making 
future allocation decisions. 
ACADEMIC BUDGETSLIBRARY 
Murray S. Martin (1989) documented the causes of the stagnant 
library budgets of the late 1980s as the budget problems in higher 
education, price increases in materials, and technological change (p. 
11). Frank W. Goudy (1993) found that the ACRL standard that the 
library’s appropriation of the total institutional budget should be 
6 percent has never been realized (p. 212). Statistics from the National 
Center for Education Statistics and the U.S. Department of Education 
indicate a decrease in libraries’ percentage of education and general 
expenditures from 4.065 percent in 1970-71 to 3.082 percent in 1989- 
90. Additional trends noted by Goudy during this time period are 
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the decline of volumes added, dramatic increase in periodical and 
serial titles, growth in number of librarians slower than either the 
number of faculty or student population, and an increase in 
nonprofessional library staff (p. 213). These trends are a result of, 
and a reflection of, the fiscal reality and suggest a very real need 
for libraries to adapt to a changing information environment. 
There are fewer funds flowing into libraries. At the same time 
there are phenomenal changes in the information environment and 
in the world of scholarly communication. In addition, there are other 
factors in society, external to the library, that continue to be an impact 
on library budgets. These factors are of the following nature: 
economic, social, political, technological, publishing, distance 
learning, and changes in scholarly communication. Internal factors 
that have a great impact on libraries are: increased user demands, 
the variety of media available, the access versus ownership dilemma, 
and the Internet as the paradigm of the new model of scholarly 
communication. At the federal level there is more and more talk 
of moving the network from government to private enterprise with 
the possibility that the information infrastructure will become profit- 
oriented. This will place a further strain on library budgets as what 
was once free is now transformed into yet another cost. 
ECONOMIC ISSUESAND SOCIAL 
The relatively weak U.S. economy continues into the decade of 
the 1990s. Although some areas of the country are beginning to see 
a strengthened economy, some areas, such as California, are not. It 
is feared that if California, with 16 percent of the U.S. population, 
cannot pull itself out of the recession, this state may delay the 
economic recovery of the rest of the country. It is assumed that the 
economy will grow again, “but not enough to fund the anticipated 
need for resources in education” (Ogilvy, 1993, p. 33). 
A second economic condition which is especially important to 
libraries is the continuing increase in serials subscription costs. This 
fact is well documented in other sources. Suffice i t  to say that, between 
1963 and 1990, the average price of periodicals published in the United 
States increased at an average rate of 11.3 percent per year and the 
average price of books increased at an average rate of 7.2 percent 
per year; the general price level increase was 6.1 percent per year 
(Cummings, et al., 1992, pp. 84-85).Prices for titles published outside 
the United States are known to have increased by higher percentages 
and have also fluctuated in response to currency changes. 
The demographics of this country, which are another economic 
factor, are changing dramatically. Multiculturalism, or the ethnic mix 
of the population, is moving from the predominant white European 
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base to one of dramatically different cultures. It has been said that 
California’s white majority will be the minority in a few short years. 
Although the changes in population mix are not occurring as quickly 
in the rest of the country, “the major cultures of the world are meeting, 
from east and west from north and south” (Ogilvy, 1993, p. 33) in 
California. 
As the ethnic mix in the general population changes, so will 
the population in the colleges and universities of the United States. 
Evidence of more diverse students and faculty throughout the country 
can be seen by merely reading the Chronicle of Higher Education 
regularly. Providing for the needs of these new library users and 
researchers will be a factor in future decisions regarding collections 
and services. It will no longer be possible to work within a totally 
English-language based information infrastructure. Expansion to 
include other languages and cultures will make the acquisition process 
even more complex, particularly when the countries of the world 
have progressed at different speeds in the use of nonprint media 
and electronic resources. 
THEUNIVERSITYAND ITS LIBRARY 
Where the university library used to be “the heart of the 
university” for funding purposes, i t  now finds itself in competition 
with other campus units for scarce resources. University libraries are 
being required to “do more with less” by their institutional 
administrations and often must justify their existence when requesting 
funds. Goudy (1993) found that, although there has been increased 
institutional support for some areas on campus, the library is not 
one of these places. In fact, administration, research and public 
services, and student services have been the recipients of increased 
funding rather than instruction and libraries (p. 214). Assessment 
has become the buzzword at institutions of higher education, and 
universities have become very concerned about this in relation to 
their funding authorities be they legislative bodies or boards of 
trustees. Where the library fits into this picture is not easily 
understood. Often viewed as a supporting unit at the institution, 
it is usually given a low place in the hierarchy when new programs 
and projects are instituted. The library budget is seen as an “overhead” 
cost and therefore can be a prime candidate for reduction. 
In addition, distance education is becoming a more viable 
alternative in teaching those students who, for various reasons, do 
not attend classes on campus. Kascus and Aguilar (1988) contend 
that institutions of higher education may increase enrollment of off 
campus students as a “way of preserving the status quo and remaining 
competitive and financially solvent” (p. 31). However, traditional 
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library services must be provided to these students since academic 
responsibility requires the institutions, including libraries, to provide 
off campus students with the same resources that are provided to 
students on campus. Regulations may specify what should be provided 
by libraries. At the very least, i f  not regulated, academic libraries 
must be prepared to provide access to the core collections whether 
they be at the main campus or at another library. Provision of 
information electronically to distance learners could be a considerable 
additional cost to an information resources budget that is already 
overcommit ted. 
TECHNOLOGYAND PUBLISHING 
The increasing production of electronic sources of information 
has changed the way libraries traditionally operate. The new 
electronic information technology is reshaping user perceptions of 
the role of the library as libraries move from print-based to electronic- 
based information sources. Electronic technologies are requiring us 
to reconsider the importance of on-site ownership of materials. At 
the same time, faculty, as well as some librarians, want not only 
the electronic sources but also the print sources as “back-up.” This 
presents the library with a financial dilemma as it seeks to allocate 
its ever-diminishing resources. The costs of purchasing articles on 
demand are real enough but not really perceived as part of the 
information resources budget. 
The number of books and journals published in paper format 
continues to increase. Electronic journals are also becoming available 
in a number of disciplines. Selection of materials for inclusion in 
the academic or research library is becoming incredibly problematic 
as librarians have more to choose from and less to spend on these 
resources. Once again librarians must be cognizant of the increasing 
number of information resources and provide for electronic resources 
within the budget whether these sources be purchased, leased, or 
accessed. 
SCHOLARLY AND USER DEMANDS COMMUNICATION 
Will the electronic information technology change the whole 
process of scholarly communication in academia as we know it? Will 
the university become the primary publisher rather than have as 
its traditional role “generating knowledge, giving it away to the 
commercial publisher, and then buying i t  back for our scholars at 
increasingly prohibitive prices” (Cummings, et al., 1992, p. 133)? If 
the entire information distribution system changes, it will certainly 
have an immediate financial impact on libraries. While there is much 
talk of universities taking back control of scholarly publication, there 
LEONARD/THE INFORMATION RESOURCES BUDGET 495 
are many roadblocks such as the peer review process and the guarantee 
of textual quality in the electronic media. Taking back control of 
scholarly communication by universities is likely to be slow, and 
libraries should be involved. 
Linked with changes in scholarly communication are the 
increased demands of library users, students, and faculty. Students 
want the information now. That demand, coupled with the 
technology available, makes it difficult for libraries to deny students 
either the information they need from the on-site collections or access 
to information held in other library collections. 
Users seem to want it all-ownership, access, and the Internet. 
Recently a library science student asked what the library’s policy 
was on electronic journals. His premise was that since the Internet 
is free, it would not cost very much to print the electronic journal, 
put it in a binder, and thus make it accessible to students. He 
apparently has confused-as many students, faculty, and librarians 
do-“free” with the fact that someone is paying for the electronic 
connection. In addition, there are also copyright issues, in some 
instances, staff costs in downloading, printing, binding, cataloging, 
and storage of materials. 
ALTERNATIVES 
Librarians should take advantage of the current economic 
situation and crisis in higher education and think in terms of new 
directions that at any other time might be too painful. It is time 
to make the tough choices and find more efficient and effective ways 
of living with what we have. We cannot hope for more because it 
is not going to be there in the discernible future. Therefore we need 
to redirect the information resources budget away from print and 
into cooperative arrangements such as resource sharing, cooperative 
purchasing agreements, and cooperative storage of low use materials, 
purchase electronic access through databases, and buy document 
delivery through vendors. The goal thus becomes the provision of 
information when it is needed and not its purchase in case it is needed. 
Cooperative collection development and resource sharing have 
been concepts that academic libraries have generally tried to avoid. 
Our colleagues in the public library sector have been more successful 
in these efforts. Even with the preferred option being the continuation 
of local ownership, at least for heavily used materials, other possibilities 
must be considered. There should be some reallocation of information 
resources funds to cooperative collection development programs and 
resource sharing, with an awareness that: “The aggregate cost to 
individual institutions may not be lower, but access to larger universes 
of material may be facilitated” (Cummings et al., 1992, p. 142). 
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The Research Libraries Group Conspectus Project has been one 
of the more successful cooperative collection development efforts in 
building collections of participating institutions that complement 
each other. This model should be explored by other university libraries 
and adapted for local and regional use. University libraries within 
a region should discuss the distribution of specific subject 
responsibilities among themselves, even while recognizing the cost 
of maintaining collections for shared use. 
The OhioLINK project links the information resources of 
eighteen of Ohio’s academic institutions thus making it more than 
a cooperative collection development project. It allows all library 
holdings to be available to all libraries in the group as well as the 
ability to use commercial databases and the Internet. Shared access 
to resources also enables libraries to negotiate more favorable terms 
from vendors. In the case of the Internet, cooperative access may 
be the only course available to the smaller institutions. 
David F. Kohl (1993)has noted that the issues raised in developing 
and implementing OhioLINK suggest the need for a total rethinking 
of the way libraries provide information services. These issues are: 
1. 	 The costs and work to implement automation projects are always 
unpredictable and far greater than planned. 
2. Cooperation is no longer a marginal nicety but a central necessity. 
3. 	Separately identified, large-scale cooperative projects allow great 
potential advantages in the competition for funding. 
4. 	As the vision of the virtual statewide library is implemented, the role 
of the local bibliographer changes substantially. (p. 44) 
These four issues should be explored by all academic libraries as 
a basis for the rethinking of the information resources budget as 
they divert funds from books and journals to greater access to 
information. 
Buying and loading databases on the local online system provides 
access to these important tools. At the same time, the print and/ 
or the CD-ROM versions should be canceled. Libraries can no longer 
afford to have a number of different formats for the same bibliographic 
tool. Funds for these databases should be charged to the information 
resources budget. 
Document delivery of requested journal articles should also be 
charged to the information resources budget. Low use and high cost 
journals should be canceled with the library guaranteeing delivery 
of the requested item within a specified time (forty-eight hours or 
less). Through consultation and education, the faculty should be 
persuaded that this is the only way that libraries are going to be 
able to provide information given the constraints of current and future 
budgets. 
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THENEWINFORMATION BUDGETRESOURCES 
What will the information resources budget look like in a few 
short years? It will contain line items for books, periodicals, document 
delivery, databases, and cooperative collection development activities. 
The percentages will change with a larger percentage directed to the 
electronic delivery of information. Technology suggests that the sci- 
entific journals will be replaced by electronic access to the data and 
research needed by faculty in the sciences, although the process of 
conversion to electronic format may be slower than would be desirable 
because of the effect of conversion on the publisher’s cash flow. 
The traditional budgetary split by academic libraries of 60 percent 
serials and 40 percent books has become unworkable for many of 
the reasons mentioned previously. Regional cooperation in ownership 
of periodicals has been replaced by the ability of libraries to obtain 
articles on demand from commercial or library sources. Alternative 
or electronic access to books is less feasible and probably more 
expensive so books must be owned or borrowed. The growing area 
of electronic or online resources that now must be provided will 
soon represent a larger, if not the largest, proportion of the total 
funds allocated for all information resources. 
Universities will have effectively defined their missions and 
curricula so that they will be more specialized in their programs. 
When this occurs, libraries will be able to reorganize and adapt to 
providing the specialized information resources required by their 
constituency and to rely on other institutions to provide resources 
in other fields of study. 
Certain fields of study, particularly the humanities, have not seen 
technology change their methodologies of inquiry and research as 
has happened in the sciences. Thus we can expect to continue to 
purchase a greater percentage of books and periodicals in these subjects. 
CONCLUSION 
The Mellon report found in its survey of twenty-four ARL 
libraries that the amount spent on salaries in academic libraries is 
consistently falling and in 1991 was at 52 percent. Operating 
expenditures stood at 14 percent and information resources around 
34 percent (Cummings et al., 1992, p. 47). 
One suspects that included within the 14 percent for operating 
expenditures are some automation costs of access to information 
resources. Jerry Campbell’s (1989)argument to change the 60140 split 
and shift funds from staff to materials, access, and technology (p. 
79) becomes more defensible and attainable. 
The rapidity of change is forcing all librarians to rethink 
everything that they do in operations, services, and information 
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resources. Library managers must recast or reshape information 
resources budgets to more accurately reflect the uncertainty in the 
higher education environment, the transformation of scholarly 
communication, and to most effectively manage these limited fiscal 
resources. 
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Recent Trends in Academic Library 
Materials Expenditures 
CHANDRA AND JOHN E. OGDENPRABH  
ABSTRACT 
LIBRARYEXPENDITURES HAVE INCREASED faster than inflation over the 
last six years. Ironically, libraries are losing ground economically 
in several key areas. How can this be? Claims on the library dollar- 
not only unit prices but the full spectrum of library budgetary 
demands-are growing even faster than the library budget. Not only 
have the prices of monographs and serials increased, but journal 
proliferation has placed additional pressures on the library dollar. 
Despite the stability of library funding over recent years, libraries 
are shifting funds away from book purchase toward serials purchase. 
But even this shift is not enough to cover the shortfall. Book 
collections are weaker, and still many libraries cannot provide 
comprehensive coverage of the journal literature. Both serial 
cancellations and serial acquisitions are taking place concurrently. 
INTRODUCTION 
This article analyzes the impact of the rising cost of materials 
on academic libraries. While a number of papers discuss a particular 
library’s difficulties or aspects of the problems faced by libraries, 
this article attempts to analyze the pressures and resources of academic 
libraries as a group, reflected in Association of Research Libraries 
(ARL) and Association of College and Research Libraries (ACRL). 
Trends in total library expenditures and materials expenditures are 
compared with inflation indexes, the consumer price index (CPI), 
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and the more specialized library price index (LPI). Inflationary trends 
and the impact of journal proliferation on library collections are 
discussed. If present trends continue, the cost of supporting a first 
rate library-one with on-site access to a wide range of current 
journals, a rich selection of recent monographs, and other reference 
and research materials especially in technical and scientific fields- 
will grow at a pace which is insupportable in the long run. 
DATASOURCES 
Much of the statistical data comes from one of four sources. ARL 
Statistics is an annual publication of the Association of Research 
Libraries, a federation of over 100 major libraries across the United 
States and Canada. ACRL University Library Statistics is an 
analogous publication of the Association of College and Research 
Libraries which is published approximately every other year. In 
general, ACRL libraries are smaller than the ARL libraries but are 
similar in purpose. Price index data are extracted from Inflation 
Measures for Schools and Colleges: 1993 Ufidate, an annual 
publication of Research Associates of Washington. Price data specific 
to the library world are from Library Journal’s “Periodical Price 
Index.” 
DATAORGANIZATION 
The difference of scale between the typical university ARL library 
and ACRL library is such that they are best treated separately, 
although it will be seen that they are generally subject to the same 
trends and respond in similar ways. Connecticut and Brandeis are 
medium-sized members of the ARL and the ACRL, respectively. 
Connecticut, with 2.3 million volumes and a total budget of $13.1 
million, swamps Brandeis, with 900,000 volumes and a budget of 
$3.8 million. In addition to university libraries, the ARL counts as 
members a dozen other research libraries. These libraries, listed in 
the end notes,’ are distinct from the university research libraries in 
that they are tasked to serve not just an academic circle but a 
community of national, if not international, scope. Unlike university 
research libraries, these are of ten directly funded by the federal 
government in the United States or Canada. Finally, there are also 
two nominally municipal libraries-Boston and New York Public-
which transcend, with a combined total of 13 million volumes, the 
confines suggested by their geographic names. These libraries, whose 
activities are in some respects unique, are excluded from the analyses 
since the focus of this article is academic libraries. 
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TOTAL EXPENDITURESIBRARY 
As shown in  Table 1, when the aggregate ARL library 
expenditures stood at $720 million by 1982, nominal expenditures 
more than doubled to over $1.5 billion in 1992. ARL library 
expenditures have increased between 5.69 percent (1991) and 10.26 
percent (1985) per year during these ten years (except in the recession 
year of 1992, when expenditures climbed by only 3.65 percent). ACRL 
library expenditures seem to follow the same general trend, though 
at a lower level. The ACRL did not publish statistical abstracts for 
1983, 1985, 1987, 1990, or 1992. No projection is made for 1992, and 
the expenditure values for the gap years are interpolated estimates. 
Still, i t  is evident that the nominal expenditures of the ACRL libraries 
have grown substantially, if not to quite the same extent as the ARL 
libraries. To allow for variation in the number of member libraries 
over the decade (especially in the ACRL, where fifteen new libraries 
reported total expenditure data in 1989), i t  is possible to look at total 
expenditures on a per library basis. On this basis, ARL expenditures 
have climbed from $7.12 million in 1982 to $14.1 million in 1992, 
a 98 percent increase in ten years. ACRL expenditures have increased 
from $2.63 million per library in 1982 to $3.52 million in 1989, a 
34 percent increase in nine years. 
TABLE1 
AGGREGATED LIBRARY BY ARL+ AND ACRL LIBRARIES TOTA  EXPENDITURES 
IN MILLIONSOF DOLLARSAND PERCENT FROM PRECEDINGINCREASE YEAR 
A R L  Libraries2 ACRL Libraries3 
~ ~ ~ ~ ~~~ ~ 
Total Percentage Total Percentage 
Year Expenditures Increase Expenditures Increase 
1982 720 242 no data 
1983 790 9.72 248++ 2.48++ 
1984 858 8.55 254 2.42 
1985 946 10.26 269++ 5.91++ 
1986 1,027 8.61 284 5.58 
1987 1,106 7.68 306++ 7.75++ 
1988 1,194 7.89 328 7.19 
1989 1,276 6.87 401+++ 22.26+*+ 
1990 1,391 9.02 406'' 1.25'" 
1991 1,470 5.69 410 0.99 
1992 1,523 3.65 no data no data 
+Excludes 12 nonuniversity ARL libraries. 

++Interpolated estimate between preceding and following year. 

+++15new libraries reported cost data to ACRL. 
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Figure 1 contrasts the percentage growth in annual expenditures 
in the ARL and ACRL libraries with the consumer price index (CPI), 
the general measure of inflation, as well as a specialized library price 
index (LPI) for each year since 1982. The library price index is a 
measure of inflation as it affects libraries and is influenced by changes 
in pay scales for librarians as well as by changes in serial and 
monograph prices. The percentage increase in total expenditures for 
both the ARL and ACRL is generally greater than the CPI or LPI. 
Prior to 1987, ACRL expenditures generally kept even with inflation 
but grew faster than LPI in 1987, 1988, and 1989. Since 1989, however, 
expenditures have been in decline. On the whole, real expenditures 
in ARL and ACRL libraries have been increasing. 
This is not to discount the fact that some libraries are falling 
behind, and the aggregate certainly hides the horror stories. At 
California Polytechnic State University, the library has dropped 330 
current journals (of 3,313) over the last five years while increasing 
the journal expenditure by 82 percent to $700,000 per annum (Walch, 
1993, p. 125). Staffing levels have been reduced by 24 percent over 
the last five years, from 70.5 FTE to 57 FTE, and monograph purchase 
has ground to a halt without a single new book being bought in 
three months. Roger No11 (1993) remarks that even Stanford, while 
able to purchase monographs, did not have the resources to catalog 
and shelve the new books. Thus they sit in the basement, inaccessible 
and unused. But these are exceptionally unfavorable circumstances 
and do not reflect the norm. 
MATERIALSEXPENDITURES 
In ARL libraries, as the total expenditures have increased, so 
too has the proportion devoted to materials (see Table 2). In these 
libraries, the materials share has risen every year since 1982, steadily 
expanding from 31.10 percent of the total expenditures to 33.86 percent 
in 1992 (Association of Research Libraries, 1992). The steadiness of 
the increases in a population of over 100 libraries suggests a 
fundamental shift in group activity. Among ACRL libraries, such 
a shift of additional resources to materials is not apparent. This is, 
perhaps, because they are already so heavily committed to materials 
that there is no additional money for reallocation to materials. In 
absolute numbers, ARL libraries’ material expenditures have climbed 
from $224 million in 1982 to $516 million in 1992, an increase of 
130 percent. ACRL material expenditures are up by 84 percent. In 
contrast, the CPI has increased only 47 percent and the LPI by 72 
percent during this period. 
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Figure 1. Percent of increase in total expenditures and price indexes 
SERIALAND MONOGRAPHEXPENDITURES 
This expanded materials expenditure is increasingly devoted to 
serials. Figure 2, taken from ARL Statistics, 1991-92, displays the 
increased relative weight given to serials. Funds allocated to purchase 
serials are growing swiftly and consistently. Since the graph is in 
constant 1982 dollars, a horizontal line indicates expenditures just 
keeping pace with inflation, and a downward slope indicates real 
decline. Serials expenditures started an explosive growth around 1986 
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and grew faster than total expenditures for nonserials materials. By 
1992, serials show the greatest percentage increase of any category 
reported. Moreover, while total library expenditures and nonserial 
materials show signs of stabilization in the last year or two, serials 
expenditure continues to climb. Indications are that journal prices 
will continue to climb. Faxon and EBSCO have estimated 6.2 percent 
and 7.0 percent price increases, respectively, for journals in 1994. 
EBSCO had originally estimated a 10.5 percent price increase, but 
the unexpected strength of the dollar on the international market 
has mitigated a portion of that calculation (“Journal Prices to Rise ..., 
1993). 
TABLE2 
AGGREGATE EXPENDITURES INMATERIAL BY ARL+ AND ACRL LIBRARIES 
MILLIONS AND AS A PERCENTOF DOLLARS OF TOTAL 
A R L  Libraries2 ACRL Libraries2 
Material Percentage Material Percentage 
Year Expenditure of Total Expenditure of Total 
1982 224 31.10 84 34.81 
1983 252 31.84 88** 35.29** 
1984 272 31.74 91 35.76 
1985 299 31.58 100- 37.11* 
1986 331 32.18 109 38.32 
1987 360 32.51 118++ 38.59++ 
1988 395 33.06 127 38.82 
1989 421 33.00 158*++ 39.48 
1990 461 33.13 157++ 38.62+* 
1991 491 33.42 155 37.77 
1992 516 33.86 no data no  data 
Source: ACRL, 1982-92,ACRL Data Table 

+Excludes 12 nonuniversity ARL libraries. 

++Interpolated estimate between preceding and following year. 

++*15 new libraries reported cost data to ACRL. 

Figures 3 and 4 compare the serial expenditures with that for 
monographs in both ARL and ACRL libraries. In contrast to the 
swift growth of the serial expenditures in these libraries is the nearly 
fixed level of expenditures on monographs. A fixed budget in 
inflationary times is, of course, declining in real terms. It may fairly 
be asserted that serials are crowding out monographs in library 
acquisition. Indeed, the share of material expenditures devoted by 
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Figure 2. ARL library expenditures, 1982-1992, in constant (1982) dollars 
ARL libraries to monographs has fallen from 40.32 percent to 33.04 
percent between 1986 and 1992. This seven point drop is a one-sixth 
decline in the portion of materials expenditures for monographs. 
Again, it is critical to recognize that even what seems to be a modest 
2 
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Figure 4. Percentage of material expenditures for monographs and serials 
in ACRL libraries 
change in the percentage of budget can in fact carry major 
implications. This trend is as pronounced in the ACRL libraries 
(see Figure 4), where monograph expenditures have fallen from 38.9 
percent of the materials expenditures in 1986 to only 31 percent in 
1991. These trends may be sustainable, simply altering the nature 
of library collections over time, were it not for the fact that even 
this tilt toward serials is not keeping pace with serial prices in certain 
disciplines. The problem, as discussed later, is that, as a category, 
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serial prices are increasing rapidly, and libraries are being asked to 
subscribe to new journals. 
THERACE BETWEEN AND PRICESEXPENDITURES 
A way to examine the dynamics between rising expenditures on 
the one hand and the rising cost of materials on the other is to 
normalize both prices and expenditures to a common year and track 
the percentage change. Table 3 displays indexes for select categories 
of library expenditures normalized to 1986 which serve as a baseline 
for subsequent analysis of prices. Indexes for specific categories of 
monographs such as U.S. college books, North American academic 
books, and median price of monographs purchased by ARL libraries, 
are presented in Table 4; the indexes for serials of selected subject 
fields (for example, chemistry and physics, engineering, medicine), 
and for the general academic periodicals (United States and foreign) 
are presented in Table 5. 
TABLE3 
BASELINE NORMALIZEDINDEXES TO 1986 
Year 
Heading 1986 1987 1988 1989 I990 1991 1992 
ARL Library Expenditures, Total and by Category3 
Total Expenditures 
Material Expenditures 
Serial Expenditures 
MonographExpenditures 
1.00 
1.00 
1.00 
1.00 
1.08 
1.09 
1.18 
0.97 
1.16 
1.19 
1.34 
1.02 
1.24 
1.27 
1.44 
1.10 
1.35 
1.39 
1.57 
1.25 
1.43 
1.49 
1.76 
1.27 
1.48 
1.56 
1.87 
1.28 
Price Indexes+ 
CPI 1.00 1.02 1.06 1.11 1.17 1.23 1.27 
LPI 1.00 1.06 1.11 1.18 1.26 1.33 1.40 
+Sources: ARL Statistics, 1986-1992, ARL Library Data Table. 
TABLE4 
INDEXES CATEGORIES+FOR MONOGRAPH 
Year 
Heading 1986 1987 1988 1989 1990 1991 1992 
Median Price of Mono-
graphs Purchased by 
ARL Libraries** 1.00 1.08 1.21 1.25 1.35 1.38 1.44 
U.S. College Books 1.00 1.08 1.13 1.23 1.31 1.36 1.44 
North American Academ- 
ic Books 1.00 1.10 1.16 1.23 1.32 1.39 1.47 
~~~ ~ ~~~ 
"Research Associates of Washington, 1993, pp. 5,  45. 
++Research Associates of Washington, 1993, p. 47. 
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TABLE5 
INDEXES OF SERIALSFOR CATEGORIES
Year 
Heading 1986 1987 1988 1989 1990 1991 1992 
Row 
Num-
ber Periodicals-General and by Subject 
1 
2 
U.S. Periodicals (Except 
Soviet Translations) 1.00 
U.S. AcademicPeriodicals+ 1.00 
1.10 
1.13 
1.20 
2 8  
1.31 
1.36 
1.44 
1.51 
1.61 
1.72 
1.80 
1.85 
3 Median Price of Current 
Monograph in ARL Librar- 
ies*+ 1.00 1.17 1.32 1.47 1.51 1.69 1.85 
4 Fine Arts 1.00 1.08 1.15 1.24 1.30 1.37 1.46 
5 
6 
7 
8 
History 
Chemistry and Physics 
Engineering 
Medicine 
1.00 
1.00 
1.00 
1.00 
1.06 
1.11 
1.12 
1.12 
1.16 
1.25 
1.24 
1.19 
1.24 
1.39 
1.39 
1.31 
1.36 
1.56 
1.50 
1.44 
1.47 
1.79 
1.73 
1.65 
1.66 
2.08 
2.08 
1.82 
9 MathandGeneral Sciences 1.00 1.12 1.23 1.33 1.45 1.61 1.81 
+Source: Carpenter & Alexander, 1992, pp. 61-62. 
++Source: Research Associates of Washington, 1993, p. 47. 
Monographs 
Monographs cost more today than a few years ago, of course. 
The median price for monographs purchased by ARL libraries, up 
44 percent in six years, has grown faster than either the CPI or LPI 
(see Table 4). U.S. college book and North American academic book 
indexes are almost exactly the same as the median price, as might 
be expected from the definitions (Research Associates of Washington, 
1993). These three indexes have increased nearly at the same pace 
as the aggregate total library expenditures or aggregate materials 
expenditures of ARL libraries but have increased at a faster rate than 
monograph expenditures (see Table 3). 
In spite of the growth in materials expenditure (see Table 2), 
spending on monographs does not seem to reflect higher monograph 
prices. As a result, many libraries are purchasing fewer monographs 
(see Table 6). ARL libraries have purchased fewer books each year 
from 1986 to 1990, recovering somewhat in 1991. During this period, 
these libraries were each buying 700 fewer books per year, an average 
decrease of 2.2 percent in the number of monographs purchased from 
year to year. The ACRL libraries were hit even harder for their size. 
While the ARL libraries managed to buy more monographs in 1991 
and 1992, the average number of monographs purchased by ACRL 
libraries continued its downward trend, bouyed only in passing by 
the substantial expansion of the ACRL in 1989. Since 1989, both 
the median and total number of monographs purchased have fallen 
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TABLE6 
AGGREGATEAND MEDIANUMBER PURCHASEDOF MONOGRAPHS BY ARL** 
AND ACRL LIBRARIES 
A R L  Libraries ACRL Libraries' 
Year Aggregate Median Aggregate Median 
1986 3,006,538 33,210 1,205,018 no data 
1987 2,831,134 29,644 1,196,232*** no data 
1988 2,660,660 28,278 1,187,446 10,940 
1989 2,733,093 27,615 1,399,140 11,856 
1990 2,722,391 29,310 1,325,336*** 11,133'** 
1991 2,942,638 29,177 1,251,531 10,410* 
1992 3,302,142 28,690 no data no data 
*Source: ARL, 1986-92, ARL Library Data Table. 

**Excludes 12 non-university ARL libraries. 

***Interpolated estimate from the preceding and following year. 

precipitously. The 1991 median (10,410) is 88 percent of 1989's (11,856). 
On the average, these libraries bought 180 fewer monographs each 
year since 1988. 
Serials 
As swiftly as monograph prices have risen, serial prices have 
risen even faster. In 1992, U.S. periodicals were 80 percent more 
expensive than in 1986 (rows 1-3, Table 5). If serial expenditures are 
keeping pace with serial prices in general, it is because the price 
increases in some disciplines have been relatively modest. Annual 
price increases for fine arts journals have ranged from 4.0 percent 
to 5.5 percent per year for the last three years and are up 46 percent 
from 1986 to 1992 (row 4). During this period, history journals 
increased by 66 percent (row 5). 
In contrast to the relatively modest price increases in humanities 
serials, stand the price increases in the scientific, technical, and 
medical disciplines (rows 6-8). The price increases have been greatest 
in chemistry and physics and in engineering. On the average, journals 
in 1992 were 108 percent more expensive than in 1986 in these fields 
and 82 percent more expensive in medicine. These fields drive serials 
expenditures. As shown in Table 3, the CPI, in contrast, increased 
by a bare 27 percent over the same years; the LPI by 40 percent; 
the ARL libraries' total expenditures by 48 percent; material 
expenditures by 56 percent; and serial expenditures by 87 percent. 
The prices of scientific, engineering, and medical journals are racing 
ahead of all other measures of costs or expenditures. 
IMPACTOF JOURNAL PROLIFERATIONON 
SERIALEXPENDITURES 
It must be the best of times and the worst of times in serials. 
Articles on serials cancellations abound. Indeed, fifty ARL libraries 
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had plans to terminate over $7 million worth of serial subscriptions 
in 1992. Although there is a steady stream of reports of cancellations 
of current subscriptions, new serials emerge. Ulrich’s reports that 
3,800 new serials were launched since January 1, 1990 (Bowker 
International Serials Database, 1992, p. vii). The median number of 
current serials in ARL libraries has increased every year but one, 
climbing from 20,537 in 1985 to a peak of 22,287 in 1991 before 
declining to 21,750 in 1992. The aggregate number of serials held 
has climbed every year, from 2.9 million in 1985 to 3.1 million in 
1992. The increased cost of providing adequate serial collections 
reflects both increased unit cost and a greater aggregate number of 
serials held. 
Suppose, for example, that a library was committed to providing 
on-site access to all the titles listed in Index Medicus. The index 
listed 2,352 titles in 1992. To purchase most of these titles would 
have cost $660,722. This compares to a cost of $420,000 for 2,251 
titles in 1988 which is an increase of 58 percent over five years. The 
average cost per title is up 53 percent, from $184.20 in 1988 to $280.92 
in 1992 (Bowker International Serials Database, 1992, p. vii), the 
remaining 5 percent of extra costs being attributable to the larger 
number of serials. Similar circumstances surround serial collections 
in other fields. The periodical price index surveyed seventy-six 
journals in mathematics in 1990. Just two years later the price index 
surveyed eighty-three titles, presumably as a reflection of the increased 
number of journal titles. The price index reported the average price 
of the journals had risen from $251.99 to $302.17 (Carpenter & 
Alexander, 1992, p. 57). But even more important than this 20 percent 
average price rise was the cost to maintain a full collection. To buy 
all seventy-six journals in 1990 would have cost $19,151. To buy all 
eighty-three in 1992 would have cost $25,080, an increase not of 20 
percent but of just over 30percent. Thus, not only are serials becoming 
more expensive, but there is tremendous pressure to add new serials 
to the collection. 
CONCLUSION 
ARL and ACRL libraries’ data show that academic libraries have 
enjoyed an increasing level of support. Expenditures have increased 
in comparison to the broad measures of inflation-the CPI and LPI. 
The near doubling of ARL expenditures per library in ten years is 
evidence of a deep commitment to library resources. The critical issue 
for libraries and librarians, however, is that library expenditures have 
actually decreased with respect to the demands placed upon libraries 
by the constituencies they serve. 
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Decreasing real library expenditures on monographs deserves 
attention. There has been an absolute decline in the number of 
monographs purchased. Among the ARL libraries, monographs 
purchased have decreased from 3,006,538 in 1986 to 2,722,391 in 1990, 
while, among ACRL libraries, the number of monographs purchased 
has increased from 1,205,018 in 1986 to 1,251,531 in 1991. However, 
this increase in the ACRL aggregate total reflects an increase in the 
number of ACRL libraries not an increase in the average number 
of monographs purchased. Academic libraries are buying an ever 
smaller slice of the monograph pie. 
Whereas the decline in the number of monographs purchased 
is absolute, there are more serials purchased from year to year. Still 
there is a decline in the proportion of serial universe covered. The 
repeated references to the cancellations of serials are evidence of the 
inadequacy of current funds to meet the needs of academic libraries. 
Although the literature abounds with reports of serial cancellations, 
the median number of current serials is actually up in ARL libraries- 
from 20,537 in 1986 to 21,750 in 1992. 
Indeed, many of the patterns observed here have been evident 
since 1973. The ARL Serials Prices Project, published in 1989, 
reported: 
The average funding support to ARL libraries rose 243% from 1973 to 
1987 (compared to a 182% rise in the U.S. CPI during the same period). 
Nonetheless, ARL libraries’ average percent of expenditures devoted to 
materials rose from 29.2% to 33.1%with an accompanying shift in the 
percentage devoted to serials from 40.4% to 56.2%. During this same 
period, the average serials holdings of ARL libraries dropped from 32% 
of the estimated universe to 26.4%.According to data collected by ARL, 
in 1988 the median price of a purchased serial was $115.00-an increase 
of 32%since 1986. (ARL, 1989, p. 2) 
Since we excluded the twelve nonacademic ARL libraries, strictly 
speaking, a direct comparison between the ARL project and our study 
is inappropriate. However, over 90 percent of the libraries overlap. 
This said, since 1987, university ARL library expenditures are up 
37.7 percent while the CPI is up only 24.3 percent-a rate of real 
increase in expenditures from 1987 to 1992 of 2.2 percent per year. 
Expenditures of the ACRL libraries have increased as well. The steady 
upward creep of the share of total expenditures devoted to materials, 
evident in all ARL libraries since 1973, has continued. Within the 
material expenditure category, the proportion devoted to serials has 
continuously grown. This unprecedented level of spending on serials 
within ARL libraries is only four points behind that of the ACRL 
libraries, which have historically devoted a greater share of their 
material budget to serials. 
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It is clear that libraries are under stress generated by the long- 
term increase in the number and cost of serials. Library expenditures, 
although growing in real terms, are not keeping pace with the 
demands upon them. The libraries seem to have adapted to the 
situation so far, if at the cost of holding a reduced slice of the pie, 
both in serials and in monographs. 
NOTES 
The Boston Public, Canada’s Institute for Science and Technology, the Center for 
Research Libraries, the Library of Congress, the Linda Hall Library, the National 
Agricultural Library, the National Library of Canada, the National Library of 
Medicine, the Newberry, the New York Public and New York State Libraries, and 
the Smithsonian. 
2 	 While on one level, this may not seem like much of a change, it must be borne 
in mind that the whole universe is only 100points. Moreover, every extra percentage 
point in the share of income devoted to one area must come out of another. 
lnflation Measures uses a selection of 6,000 titles featured in Choice for smaller 
college libraries to compute the “college book” index, a list of approximately 85,000 
titles from large library approval plans for computing the “academic book” index, 
and a weighted average of monograph prices in Canada, Germany, France, Italy, 
Japan, the Netherlands and the United Kingdom to compute the “foreign” index 
(see pages 42 and 47). 
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The Evolution of Approval Services 
MARTIN WARZALA 
ABSTRACT 
THISARTICLE ILLUSTRATES the major developments in book approval 
plans and information dissemination and document distribution 
services based on approval-like concepts. A brief history of modern 
book approval plans and approval-like services and an analysis of 
market trends supports responsible speculations on their anticipated 
evolution. 
Gathering plans to support efficient acquisition of current library 
materials have their roots in blanket order plans of the late 1940s. 
Individual arrangements were made by large domestic public and 
select academic libraries with publishers and book dealers. In general, 
blanket orders operate by a library requesting a publisher or dealer 
to supply one copy of every title of a publisher’s output or one copy 
of all of a publisher’s output in select subject areas as they are 
published. Titles distributed to clients are nonreturnable. A notable 
example is the Greenaway Plan. Named for Emerson Greenaway who, 
as director of the Free Public Library of Philadelphia in the 1950s, 
arranged for publishers to send all their trade books to a library 
in advance of their on-sale date (Strauss, 1983, p. 298). Blanket orders 
are used for single copy acquisition and as review copies to support 
decisions for multiple copy purchases. The service supports reduction 
of some verification and ordering processes in libraries. Suppliers 
are assured of standing order sales of a select amount and/or universe 
of current publications. They must address the associated costs of 
Martin Warzala, Baker & Taylor Information and Entertainment Services, 652 East 
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performing this type of service including marketing, selling, 
packaging, billing, and required customer service contact. 
Book approval plans achieved their predominant character in 
the early 1960s. Richard Abel, and other vendors who followed, 
demonstrated that the book purchasing habits of academic libraries 
could be predicted once the subject areas of primary interest of each 
library were known. Modern approval plans operate with the fol- 
lowing processes as their foundation-these remain relatively 
consistent through the life cycle of most approval and approval-like 
concepts. Elements analogous to a library’s selection criteria are 
recorded by a supplier in a form known as a profile. Vendors compare 
pre- and postpublication data about books with these profiles. Books 
which corresponded to data which match profiles are supplied to 
client libraries for in-hand review and selection. Those deemed 
unsuitable for acquisition may be returned to the supplier at no 
penalty to the library. Other variations of approval service provide 
clients the option of receiving notification forms, which include 
descriptive and availability information about books instead of 
generating automatic shipments. These forms are used for review 
and pro-active order generation by clients. 
Cargill and Alley’s (1979) classic text, Practical APProoal Plan 
Management, documented the rationale for use of the service in a 
library. 
1. Comprehensiveness of coverage. 
2. 	 Timeliness (in arrival of materials). 
3. Freedom to return without advance authorization. 
4. 	 Time- and labor-saving features in these areas: reading publisher 
catalogs and reviews, pre-order searching and verification, vendor 
selection, order preparation, filing, and invoice processing. 
5. An organized approach to collection development which can result 
in a better balanced collection through the preparation of a 
profile. 
6. Book selection is done with book in hand. 
7. Useful generalized and specific statistical reports from vendor based 
on approval plan records for library. 
8. Access to approval vendor’s historical data base. 
9. Interface of standing orders and approval plans. 
10. Access to vendors’ wider knowledge of publishing output. (p. 4) 
From the early 1960s to the late 1970s, vast amounts of money 
were being pumped into academic libraries for book acquisitions. 
Academic library personnel budgets were not increasing at a cor- 
responding rate, and book selection and ordering procedures were 
labor intensive. Simultaneously, relatively affordable computer tech- 
nology emerged which supported data processing that facilitated 
performance of library collection development functions by library 
material suppliers. The combination of these factors-the prolif-
eration of scholarship and associated publishing along with the 
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previously noted user rationale-solidified the position of approval 
plans as legitimate tools to support acquisition and collection 
development for books in academic and research libraries. 
Libraries which adopted the modern approval concepts abdicated 
certain technical service responsibilities-most significantly book 
selection-to library material suppliers. Suppliers developed and 
marketed approval plans in this time period to generate profit as 
a result of book sales attracted by the value-added collection- 
development services. Provision of these services increased the 
supplier operating costs for: computers and computer specialists to 
address data processing operations; librarians and book specialists 
who are required for traditional library technical processes and more 
demanding publisher con tact functions. 
The acceptance of modern approval services has had an impact 
on existing blanket order services, and there has been some anomalous 
activities in publisher-direct applications. Approval plans are more 
attractive in instances when subject control, extensive one-source 
publisher coverage, and/or review and return privileges are desired. 
Future blanket order services, particularly from trade publishers, will 
be limited as is indicated by the following comments regarding 
publisher direct sales to libraries. 
Although the jury is still out on direct selling, many trade publishers 
have said they find the additional fulfillment and commission costs can 
be justified only by much higher unit sales, and some wonder how many 
of the orders generated by their sales people [directly to libraries] are 
actually orders diverted from wholesalers rather than incremental sales. 
(Myller, 1983, p. 225) 
It is likely that trade publishers, with their low margin per unit 
titles, have reason to question provision of operationally costly services 
which may be better handled by resellers. However, there is evidence 
of other publisher-direct plans which are likely to remain viable. 
Scientific Technical and Medical (STM) publishers that produce high 
price and high margin titles are profitable with relatively low unit 
sales. Society and association publisher plans, which originated as 
services to constituents, have flourished and will continue to flourish. 
A third group identified as traditional reference book publishers 
which are sole source, or discount unfavorably to resellers and agents, 
is likely to grow. It is perceived that the titles produced from this 
type of publisher are essential and consequently bought by libraries, 
regardless of cost or distribution arrangements. Recent history shows 
that publishers of this character are producing machine-readable 
formats as alternatives to these same hard-copy staples. The publisher- 
direct approach is used to facilitate marketing and provide direct 
control of the obligatory and associated licensing agreements of the 
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machine-readable formats. Initially, it is likely that publishers who 
adopt this approach will lose unit sales as a result of a captive audience 
thoroughly examining multiple copy requirements of identical titles, 
and absorb the costs associated with distribution of single and low- 
unit orders. What will be gained in the long term is a direct marketing 
and sales conduit for enhanced high cost and margin, electronic ver- 
sions of products. It is worthy to note that most book suppliers have 
shied away from distributing machine-readable formats of these titles 
from publishers that have actively pursued reseller distribution chan- 
nels. This is a distinct contrast to periodical/subscription agencies 
and vendors which have aggressively pursued their distribution. 
From the mid-1970s through the late-l980s, computer-supported 
communication technology, large-scale bibliographic utilities, shared 
bibliographic databases, MARC format for bibliographic data, and 
affordable library automation became the rule rather than exception. 
Accordingly, current approval plan applications have become more 
intricate. Data and information processing have been enhanced by 
third, fourth, and fifth generation computing which supports im- 
proved supplier collection development functionality as well as 
provision of bibliographic access and control processes. 
Suppliers aggressively developed and marketed additional value- 
added services associated with approval plans (which originated as 
a value-added service) to make them more attractive and to provide 
distinction from the services available from competitors. Some 
suppliers established revenue generation by charging for the infor- 
mation associated with the services themselves, separate from material 
sales. The following services, which at one time were available only 
from bibliographic utilities or, in some cases, periodical/subscription 
agents, are now commonplace: online access to vendor approval 
databases for title, in-process, and client/profile specific match in- 
formation; machine-readable/electronic output including invoices, 
in-process acquisition records, and/or full MARWCIP records with 
approval service control elements, customer defined elements, and/or 
invoice data output to client specified fields and formats; and dis-
tribution of select maintenance functions to the client’s computer 
or integrated library system including profile-specific claiming and 
receipt of claim confirmation responses without intervention by a 
supplier’s personnel. 
Developed automation enhancements associated with an approval 
service contribute to financial impacts which must also be considered. 
There are costs associated with telecommunications and computer 
processing (with clients’ systems and those of suppliers), which one 
way or another are absorbed by the client. Suppliers that have 
recognized the desirability and cost impact of these computer-based 
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applications are charging for dial-up access to versions of their 
approval title databases, subscriptions to machine-readable versions 
of the same data and information, and various machine-readable and 
electronic outputs. (This is a comparatively new phenomenon for 
book suppliers in contrast to serial/periodical suppliers, who have 
traditionally charged for similar services.) Clients that misuse 
sophisticated searching and verification access facilities risk reducing 
their internal approval processes to those of manual ordering. By 
adding labor intensity to library processes associated with approval, 
even i f  they are performed at the terminal or through review of 
machine-generated exception reports, the client is defeating part of 
the purpose of approval service-cost saving realized through efficient 
and automatic acquisition of library material. 
Another factor which must be considered is that the economic 
climate has changed in comparison to that of the time of development 
and mass acceptance of modern approval services. Funds available 
for library materials are pressured by a more desired format in 
academic institutions-serials. The price of all library materials has 
increased, on average, at a rate greater than general inflation or the 
Consumer Price Index. Along with these economic factors, the cost 
of the following must be considered: volume of information 
proliferation (in addition to unit price inflation); bibliographic 
control of information; nontraditional (electronic) formats of 
information; library automation; and library staff. These trends have 
contributed to the reshaping of approval service in comparison to 
the simple comprehensive book gathering plans of the mid-1960s. 
Individual approval profiles have become more specialized and 
generate lower automatic book unit shipment quantities. Suppliers, 
however, must still attempt to provide comprehensive coverage as 
a service commitment. Thus they are increasing resource expenditures 
to acquire information and condition and control data related to 
an increasing number of titles of which fewer units are sold. 
The erosion of the academic book market has stimulated 
examination and development of approval services tailored for other 
market segments, most notably public libraries, as books/monographs 
still dominate material budgets for this type of library. The erosion 
of the academic book market has also stimulated another transition 
in the life cycle of approval services-research and development to 
support the implementation of a conceptually approval-like 
application-Selective Dissemination of Information (SDI) services- 
in academic and research libraries. SDI is currently used in the 
corporate/special library markets and is likely to be viable when 
tailored to the academic environment by relation to document and 
library material distribution. The current providers of this type of 
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service have computer and information system orientations and 
limited document distribution facilities. 
In the short term-before 1995-library material suppliers will 
continue to enhance and develop sophisticated levels of automation, 
database management, and associated bibliographic services, not only 
to support library material distribution but to generate some profit 
from information dissemination in a manner similar to, but at a 
higher level than, the surviving bibliographic utilities. Though 
information products will be expanded in this time period, the key 
characterization of the services will remain the generation of revenue 
by sale of library material attracted by collection development and 
associated bibliographic access and control services. The preeminent 
suppliers of approval services will offer material coverage which is 
comprehensive and includes multinational source juvenile and 
general adult titles in addition to those of an academic nature. They 
will also treat other recorded medias such as audio, video, CD-ROM, 
and Compact Disc Interactive products. 
Other material-distribution oriented services which have their 
foundation in approval-like concepts will flourish for libraries which 
have sufficient funding and require book collection development. 
Prepublication notification in hard copy, machine-readable, and 
electronic formats will serve to support library acquisitions and 
collection development. Profile and match mechanisms, and the 
reports generated from data conditioned and related to titles, will 
continue to be used to support opening-day collections as well as 
retrospective booklmedia collection-development projects and 
specialized selection lists and bibliographies (produced in hard copy, 
machine-readable, and/or electronic formats). These features will be 
enhanced by availability and application of peer/core library 
collection and holdings data. The facility to interface multiple profiles 
for multiple client and/or related sites will also be enhanced and 
will support automatic coordinated collection development for 
current material acquisitions. Libraries will have the option of having 
profile functions, which are presently maintained in vendor systems, 
reside in their local systems. This will distribute profile control closer 
to clients, and they will have the option of performing almost all 
approval inquiry and maintenance activities from their personal 
computer or integrated library system. These tasks will be performed 
without intervention by a supplier’s personnel. Communication and 
distribution of functions will be easier in the future as unique elec- 
tronic record and communication formats are replaced with industry 
(not necessarily library and book trade) standards. 
The combination of the previously mentioned features will make 
some suppliers a “one stop source” for all library materials and 
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associated bibliographic access and control services. It is likely that 
many present providers offering approval services may not be able 
to keep pace with the financial commitment required for multi- 
national publisher coverage and/or technological research and 
development to support associated information services. Further, 
charging for some approval-related services in their own right, not 
necessarily associated with material distribution, will be institu- 
tionalized by suppliers and accepted by the library community. 
In the long term future, from the mid-1990s on, approval 
services-or, more accurately, services based on approval-like 
concepts-will bear little physical resemblance to those established 
in the 1960s. However, the foundation processes and rationale for 
use will be similar to the time in which modern approval services 
were born. Approval plans that have a purely book distribution 
orientation will be concentrated in public libraries and applied on 
a very limited basis in the academic and research library environment. 
Developed information dissemination features, particularly in the 
academic and research market, will have an SDI orientation, and 
automatic material distribution will be an associated ancillary feature. 
The key capital expenditure in this environment, both for suppliers 
and clients of the services, will be for information processing and 
communication and not library material distribution and acquisition 
costs. Providers of the more sophisticated and comprehensive services 
will be analogous to gateways similar to those currently used to access 
information utilities/networks and nonbibliographic databases. Like 
archetypical modern book approval services and their current man- 
ifestations, providers will precondition data before they are made 
available. These processes will be supported by artificial intelligence 
and automated text analysis performed without operator intervention. 
Service providers will have access to sources of hard-copy serials, 
on-demand document production and distribution services, 
bibliographic and nonbibliographic databases, and even books. 
As functions analogous to a profile are distributed in their entirety 
to the client’s library/computer system, the client user will absorb 
the cost of data control and maintenance for these elements. It is 
not unreasonable to speculate that profile functionality will be 
distributed by service providers directly to end-users, and systems will 
have the potential to utilize extremely objective determinants of 
collection and information management. In the academic en-
vironment, for example, future information systems, supported by 
software produced and available from suppliers and operated by 
clients, will take into account information-such as the number of 
faculty in a subject discipline, the number of students in a subject 
discipline and their academic levels, circulation patterns, available 
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budget funds, and so on-to determine what material/information 
is automatically orderedhequested from a supplier or information 
producer. Similar paradigms can be drawn for individuals or 
nonacademic institutions, especially corporate/special libraries/ 
information centers which will continue to take advantage of SDI 
services as well as their relation to material distribution. In these 
paradigms, information producers will generate revenue from data 
collection and organization, editorial control, production, and quality 
control (similar to conventional publishing). Service providers will 
generate their revenues from charging for developed access tools and 
mechanisms (including profile mechanisms) and the associated profit 
margin from information dissemination and material distribution. 
End-users and corporate entities will become more significant target 
markets for service providers than institutions. 
These speculations are not too farfetched. Cost efficiency is an 
attractive feature as institutions and/or end-users will be charged 
only for access and services rendered, and there will be reduction 
of information which is warehoused and the associated warehousing 
costs. There will be cost savings in library physical space, 
bibliographic access and control, and material preservation. This 
pattern reflects present trends in access which is supported by 
sophisticated technology rather than possession of packages in which 
information is contained. Similar foundations and rationale to those 
which solidified the development and acceptance of the modern book 
approval plan will support the noted evolution of services. Attributes 
of information acquisition and collection development processes are 
analogous to those noted by Cargill and Alley (1979) and can be 
paraphrased and updated to have relevance to present and future 
characteristics of these tasks. Work routines to support proactive 
collection management (or individual user efforts to acquire 
information), even in an automated environment, are labor intensive. 
The prime interest of information professionals and their clientele 
is timely access and control of current information. Information 
purchasing, regardless of the package in which it is contained or the 
source from which it is acquired, can be predicted, and the automatic 
or proactive acquisition of information can be accomplished by 
matching preconditioned data describing the information content 
with recorded analogous elements which describe client collection 
requirements. 
Existing approval service providers may remain book/material 
oriented and exploit extremely limited marketing opportunities which 
can be pursued by non-innovative concerns in a competitive 
technologically advancing marketplace. C. K. Prahalad, cited in an 
article entitled “Closing the Innovation Gap” by Brian Dumaine (1991), 
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gives insight to the likely future of approval service suppliers that 
do not evolve or commit to new product and service development. 
“The global and competitive battles of the 1990s will be won by 
companies that can get out of traditional and shrinking product 
markets by building and dominating fundamentally new markets” 
(Prahalad, 1991, p. 57). Dumaine (1991) goes on to state: “Further, 
as new technology spreads even faster, even advanced products (such 
as personal computers) quickly become like commodities bought 
solely on price. So coming up with the genuinely new becomes all 
the more important” (p. 57). Based on these conclusions, it is likely 
that the viable providers of automatic collection development and 
enhancement services will progress further into the realm of infor-
mation services and away from mere material distribution. Those 
that make this jump will find themselves in competition with, and 
technologically behind, entities other than current book, serial, and 
subscription suppliers. Computer manufacturers, system developers, 
communication services, information utilities, software producers, 
information management providers, and entertainment conglomer- 
ates, have already established infrastructures to provide noted services. 
In conclusion, modern approval services developed and 
flourished as tools to support academic library book acquisition and 
collection development. Supplier revenues were achieved as a result 
of sales of material attracted by collection development services. The 
current and immediate future phases of approval service development 
include intricate control mechanisms and application of extensive 
bibliographic access and control services which are more characteristic 
of bibliographic utilities. The present client base is predominantly 
academic libraries, and profiles are intricate and restrictive, as in 
most cases monographs/books are a secondary collection priority 
in this market. In the current and immediate future phases of approval 
service development, some profit-generating information services 
exist and will be enhanced, in contrast to development of value-added 
services which stimulate book purchases. In the immediate future, 
the client base of book approval services will shift to the public 
library market as its acquisitions are and will likely remain book 
oriented. Simultaneously, SDI will be developed for the general 
academic and research libraries and i t  will be associated with material 
and document distribution. These services will dominate automatic 
collection management in the academic and research library market 
in the long-term future. Though the rationale and advantages of 
using concepts which have foundations that evolved out of simple 
automatic library gathering plans are appropriate means to address 
automatic information dissemination into the next millennium, it 
is likely that many of the current sources of approval and automatic 
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collection development services will become victims of a natural 
selection process. Surviving concerns will have an information 
dissemination rather than material distribution orientation, and they 
will find themselves in competition with aggressive, technologically 
advanced, nontraditional entities. 
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Library Automation, Networking, and 
Other Online and New Technology Costs 
in Academic Libraries 
MAUREENPASTINE KACENAAND CAROLYN 
ABSTRACT 
USINGTHE COSTS FOR THE library automation activities at Southern 
Methodist University plus a review of the literature in automation 
costs and requirements, the authors present some of the hidden as 
well as obvious budgetary requirements to meet the electronic library 
needs in small- and medium-sized university libraries today. 
INTRODUCTION 
Over the past twenty years, academic libraries have changed 
considerably as bibliographic utilities, online catalogs, automated 
circulation systems, and other new technologies have been 
implemented in a majority of library operations and services. These 
changes have created rising costs for libraries in a time of tight fiscal 
constraints, particularly in the area of telecommunications, buildings, 
furniture, and electronic equipment. For the medium and larger sized 
academic libraries, it is not uncommon for computer costs associated 
with implementing online catalogs, circulation/reserve, acquisitions 
accounting, and serials control systems-including retrospective 
conversion of paper records in to machine-readable forms- to require 
$5 million plus. Annual maintenance, licensing agreements, software, 
and hardware requirements will exceed an additional $250,000 to 
$350,000 per year. 
Maureen Pastine, Central University Libraries, Southern Methodist University, Dallas, 
TX 75275-0135 
Carolyn Kacena, Library Automation & Information Technologies, Central University 
Libraries, Fondren Library East 328, Southern Methodist University, Dallas, T X  75275- 
LIBRARY TRENDS, Vol. 42, No. 3, Winter 1994, pp. 524-36 
Q 1994 The Board of Trustees, University of Illinois 
0135 
PASTINE & KACENA/TECHNOLOGY COSTS 525 
The increased access to electronic information systems not held 
locally and to other new technologies such as CD-ROM, laser 
technologies, interactive multimedia packages, OCR (optical 
character recognition) and imaging systems, satellite communication 
and teleconferencing, laptop computers, packet telephone switches, 
and cellular telephones have also been making an impact in a few 
libraries along with LANs (local area networks) and WANs (wide 
area networks) for interconnecting local computing resources. 
The impact has not been only on more technologically oriented 
methods of operations and services; new information and in- 
structional technologies have placed tremendous pressures on 
outdated cabling and wiring. Expanded budgets are required for such 
things as asbestos abatement in ceiling and floor tiling as well as 
utility tunnels; installation of fiber optics and additional connective 
wiring and cabling within and among buildings; and equipment 
(hardware and software) for both staff and public access. Additional 
funding is needed for online network memberships and connections 
to local, state, regional, national, and international networks. These 
network relationships require new and expanded licensing 
agreements with updated copyright procedures and related issues. 
New formats and access tools require revamped policies and 
procedures, rules, and regulations. Expanded training (of staff and 
users) and continuing education require increased travel budgets for 
participation in new professional associations and continuing 
education and training opportunities. Employment of new types of 
personnel to handle technological problems (including trou-
bleshooting of hardware/sof tware problems), programming, and 
maintenance and repair work, plus retooling of existing staff and 
enhanced hiring requirements when keyboarding skill (i.e., typing) 
becomes more important at all levels. The new equipment can focus 
staff demands for installation of ergonomic furniture and security 
devices. There are increased costs in HVAC (heating, air conditioning, 
circulation, and humidity) and other utilities costs (telephone, 
telefacsimile, electrical power, security and control of equipment, 
software, building access, and other costs associated with telecom- 
munications and online networking). Reconfiguration and 
reconstruction of physical facilities both within and outside of library 
buildings is often necessary. Special consultants to assist with strategic 
planning, selection of systems, technological issues, and related 
problems are often hidden costs. The emphasis on equipment in- 
creases the need for analysis of depreciation and replacement costs 
associated with many aspects of new technologies. 
In addition to all the new budget-impacting workloads, much 
greater interaction, collaboration, and cooperation have been required 
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among librarians, their primary clientele, computer center personnel, 
physical plant operations, university administration, and others 
related to telecommunications planning and budgeting of all aspects 
of informational and instructional technologies. 
Fund-raising has become far more commonplace in all types 
of academic libraries (public and private) than ever before in history- 
and not just through state and federal granting agencies but through 
approaches to foundations and corporations, as well as individual 
benefactors. Priorities have changed; funding methodologies have 
expanded; resources (budget, personnel, space, equipment, respon- 
sibilities) have had to be re-examined and reallocated. All of this 
requires that far more personnel time be devoted to both short- and 
long-range planning within libraries, across campus, and of ten 
within consortia of a local, state, regional, and even national nature. 
The new technologies have required not only different expertise 
and training requirements for personnel but have required new types 
of personnel and more personnel, even though shifts in existing 
personnel could be made to meet new demands when the newer 
technologies made some activities obsolete and others less labor 
intensive. 
Gaddis (1989) notes that libraries have had to become more 
involved in soliciting bids, writing specifications, identifying 
potential vendors, evaluating systems and services, and preparing 
RFPs (request for proposals) (pp. 27-28).These RFPs have to ensure 
that future activities be accommodated by the systems selected for 
use and that these are also documented (i.e., systems must be sized 
to meet potential for growth and development as well as strategically 
developed to support linking capabilities among systems and to allow 
similar connections to other multimedia resources). Systems costs, 
Gaddis notes, include central processing units, disk and/or tape 
storage/drives, printers, freight and installation, and maintenance 
(p. 28). Costs must be included for terminals for staff and users, wands 
or laser readers, and furniture for equipment. There are obvious 
software costs (for the operating system, application programs or 
modules, maintenance, customizing to accommodate local systems), 
interfaces to other systems, and backup systems. There is site 
preparation (space, air conditioning, raised floors, dedicated electrical 
power, power protection, fire extinguishing systems, grounded 
electrical outlets, individual surge protectors, antistatic materials, 
cleaning kits for terminals, and cabling throughout buildings). There 
are conversion costs (bibliographic with authority control; copy level 
conversion and barcoding; patron file creation; and creation of patron 
identification cards). There are implementation costs (time for plan- 
ning, including staff line reporting, and developing policies and 
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procedures), installation, training, publicity, and public relations in 
an environment where there is also operational disruption for 
barcoding of collections, structural modifications, rewiring, and so 
on. At the end, there is staff recognition for all of the implementation 
activity. And always there are ongoing operational costs (including 
bringing systems up and taking them down), doing file saves; ongoing 
staffing needs for troubleshooting problems with peripherals and 
software operations; for coordinating vendor maintenance 
performance; for preparing documentation of hardware operations 
as they are handled locally, including emergency procedures; for 
performing day-end processes, including generation of reports and 
notices; ceaseless needs for funding initiatives to cover purchase costs 
for enhancements; membership in user groups (membership fees, 
travel costs, and staff time to attend meetings); and other 
developmental service components that grow from a successful library 
management system. 
Peter Spyers-Duran (1990) provides a concise summary of the 
benefits of automation, as follows: 
1. 	 “handle a large volume of routine and repetitive transactions”; 
2. “facilitate better, sophisticated, more varied information 
management and retrieval of information”; 
3. 	“assist with the general management”; 
4. 	 “reallocate resources to meet contemporary needs”; 
5. 	“offset cost of labor”; and 
6. 	 “introduce cost avoidance measures through resource sharing, joint 
ventures, sharing staff specializations and improved means of 
communication” (p. 8). 
Another, even more important, benefit is discussed by Tyckoson (1989): 
“[Automation] allows users to access and share information by 
methods that could not be achieved with more traditional formats” 
(p. 11).Many libraries have already begun planning and implement- 
ing other benefits of the new technologies, including coordinated 
collection development; speedy document delivery of full-text 
information; ability to digitize special collections unique to a par- 
ticular library; linkages and interfaces with other information 
agencies, vendors, and libraries for data that are not held locally; 
improved and enhanced access to visual and sound collections; and 
expanded capabilities to use all the new technologies and, of ten, 
even the more traditional formats in an interactive multimedia way 
in wired classrooms around the world with real face-to-face online 
collaborative research and study going on among students, faculty, 
researchers, and scholars. Other benefits include, Rush (1986) notes, 
“expanded service to the public, decreased backlogs, more timely 
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processing, increased productivity, reduced space requirements, or 
other improvements” (p. 115). Joan Frye Williams adds another 
benefit: “an automated system contains staff costs by accommodating 
workload increases” (p. 117). 
Funding priorities today must also include assisting with 
standardization of databases, communication and access protocols, 
and simplified entry from one system or personal computer into other 
systems, regardless of location, type of system and network, and 
computer (mainframe, personal computer, or other). Funding 
priorities must provide for continuing innovation and creativity to 
enhance access to all information resources-print and nonprint, 
electronic, and so on. 
Juergens (1990) notes that, “there are at most 1,400 library 
employees in all of the nation’s technology-based networks, as 
opposed to 340,000 library employees in the country in 1987, according 
to the American Library Association” (p. 20). Of those 340,000 library 
employees, i t  would be interesting to discover how many of them 
use automation daily and at what level. Juergens also states that 
“bibliographic networks (e.g., OCLC, WLN, RLN) cost 1-2.8% of 
a library’s annual expense budget” (p. 22). Hunter (1988) notes that, 
“the amoun t of recorded literature doubles every 15 to 17 years” (p. 37). 
The amount of that literature in electronic format is still a minimal 
part of information dealt with by libraries, but it is growing dra- 
matically each day. Hunter (1988) also notes that “we are already 
technically capable of doing far more than our budgets will ever 
allow” and that “scholarly publishers and research librarians cannot 
afford all of the things which new technology makes possible-we 
will have to make choices” (p. 40). Gupta (1991) states that, “the 
investment in information systems, if used effectively, will lead to 
improved information systems performance, and hence will result 
in better organisational decision making which may enhance the 
overall performance of the organisation” (p. 105). 
Malinconico (1992) quotes David Bishop (JAL,  Sept. 1989, p. 
197) saying that “revenues earned by the electronic database industry 
are already near $11 billion and are expected to grow 20% per year 
for the next 5 years, reaching more than $22 billion by 1995” (p. 37). 
Malinconico (1992) also notes that database growth is about 25 percent 
per year with CD-ROM database growth about 60 percent per year. 
In addition, he notes the growth of electronic journals, specialized 
networks-such as NASA’s Mission to Planet Earth-campuswide 
networks, electronic imaging and virtual libraries, and national 
network development-such as the NREN (National Research 
Education Network) (p. 38). As he points out, “the new information 
services simultaneously increase user need for the assistance of 
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information specialists and reduce the contact they have with them” 
(p. 40). Susan Baerg Epstein (1990) expands this to note that with 
the new technologies we have “improved services and limited increases 
in number of staff needed to meet greater demands” and that “existing 
staff can [now] be more productive” (p. 114). 
A major problem with the new technologies which libraries must 
learn to deal with more effectively is the fact that new electronic 
systems represent additional ongoing expenses. James E. Rush (1986) 
feels that the application of new computer technologies will help 
us “to improve service, to make more informed decisions, and to 
lower costs or avoid cost increases” (pp. 114-15). A major improvement 
in service via speedier document delivery of journal articles via CARL 
UNCOVER 2, FAXONFinder, and FAXON Xpress-as well as similar 
services, with full-text delivery over the Internet using excellent text/ 
graphics copy via resources such as RLG’s ARIEL-demonstrate a 
growing phenomena. 
Many libraries have found new, or adapted old, methods to 
increase their fiscal resources. These include, as Rush (1986. p. 115) 
notes, sharing costs across consortia; distributing operating costs over 
a broader base; improving resource sharing through state and federal 
grants and through proposals to foundations; obtaining legislation 
for funding; gaining funds from wealthy and influential citizens/ 
benefactors; and offering revenue-producing services to businesses. 
Williams (1986) adds “allocating available operational funds more 
wisely using management reports generated by automated systems, 
transferring financial resources now supporting repetitive clerical 
tasks to other parts of the budget in order to improve direct user 
services” (p.117). Williams also suggests that a library should “deposit 
one seventh of the system’s original price in a special interest-bearing 
replacement account” each year, or consideration of funding strategies 
such as “commercial lease-purchase agreement, Municipal Leasing 
Corporation (MLC) Lease Purchase Agreements, and Limited Part- 
nerships with investors” (pp. 117-18). At least one academic library 
(Southern Methodist University Libraries, Dallas, Texas) received a 
$500,000 endowment for library automation and new technologies. 
Strategic planning for electronic systems, most library 
administrators will agree, is an absolute necessity. Mann (1986) 
suggests “intensive long-range planning and budgeting programs that 
include start-up, performance, utilization, enhancement, and 
replacement criteria for each component of the system” (p. 118). He 
also urges preparation of “financial feasibility studies before the 
library initiates investments in technology, preparing strategies, and 
projections to relate investments in technology to financial benefits 
such as the avoidance and/or recovery of costs as a result of reduced 
530 LIBRARY TRENDVWINTER 1994 
operating expenses, and use of ratios and other analyses to identify 
trends in the financial health of the library, and comparison of the 
results with trends at peer libraries” (p. 118). 
Future technologies will continue to change libraries and the 
ways in which they operate. Bazillion (1992) focuses on the new 
“notebook computers of increasing power and portability” which 
he feels will “reduce valuable space [required] for banks of 
conventional pcs [personal computers]” and which “will not need 
the same noise reduction” considerations (p. 10). But what will they 
need in the availability of active telecommunications ports to connect 
to the local library system? What will that flexibility cost? He also 
predicts that “CD-ROM will diminish as library computers become 
more powerful, and software more sophisticated ...” (p. lo), and that 
“libraries will be regional research centers which must provide enough 
communications ports for convenient dial-in access” (p. 12). 
To estimate costs for a system, Bolef (1987, p. 109) and Kirby 
(1986,p. 15) suggest that one must consider both one-time and ongoing 
costs. The following is a breakdown of those items and some general 
estimates of costs based on one mid- to large-size academic library: 
One-Time Costs 
Retrospective conversion of bibliographic records, $725,000 
including extracting from OCLC files, removal 
of duplicate records, authority control 
processing, collection analysis on resulting files 
Library management software $99,500 
One-time conversion software 544,150 
System software augmentations: 
GTO OCLC record transfer $10,000 
QUIKMERGE for tapeloaded index efficiencies $5,850 
Multiple-database access subsystem (104- $125,000 
databases) (plus interest if 
paid over time) 
Basic hardware (computer, i.e., mini, micro, or Shared, no charge- 
mainframe), CPU (Central processing unit) and back to Libraries 
its parts including disk drives and controllers, 
tape/cartridge drives, and telecommunications 
controllers. 
First component of peripherals (such as terminals, 
printers, scanners, and microcomputers with 
modems) $237,500 
Installation of telecommunications lines, 
including telecommunications electronic 
components (switches, concentrators, conduit, 
fiber and copper wiring) $520,073 
PASTINE & KACENA/TECHNOLOGY COSTS 531 
Site preparation and associated facilities modi- 
fications (e.g., asbestos abatement, rerouting of 
electrical and data wiring) 
Consultant fees. 
Training costs 
New furniture 
Supplies (e.g., smart barcodes) 
Security and fire prevention devices 
Collection preparation, including barcoding and 
staff/time to do i t... 
Ongoing Costs 
Maintenance contracts for the hardware: 
(a) Mainframe and computer center 
(b) Library peripherals (computers, terminals, 
printers, and scanners) 
c) Communications links. Telecommunication 
costs, including connections between 
computers, between terminals and computers, 
and between terminals and printers 
Maintenance contracts for software: (1992/93) 
(a) Library Management Software 
(b) Conversion Software (Loaders/Quikmerge/ 
etc.) 
(c) Database Transfer Software (e.g., GTO for 
OCLC records) 
(d) Multiple-Database Access System Software 
Ongoing database files 
(a) GPO records 
(b) Authority Records 
(c) Additional datafiles 
(1) Early American Imprints 
$416,000 
Prior to official project; 
funding unavailable. 
(see “Ongoing Costs” 
below). 
(We have focused on this 
within other initiatives 
[e.g., Electronic 
Reference Center]. 
$18,000 
$61,180 
(est. $15,000 in volunteer 
time and ca. 2 months of 
library staff). 
(shared, no charge-back 
to Libraries) 
(extended warranties 
with replacement rather 
than maintenance 
currently cheaper). 
1992/93: $160,000 
$30,418 
$975 
$2,045 
$25,200 
Additional software 
funds for updating, up- 
grading, and purchases 
of new sof tware ...includ-
ing loaders for commer- 
cial databases to add to 
MDAS component (not 
yet determined for this 
campus). 
$2,500 
$2,272 
$5,800 
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(2) American Theological Library Associa- not currently available 
tion microform analy tics 
(3) Southwest Film and Video Archives (no additional charge to 
campus) 
Supplies (barcodes: patron & library materials; est. $2,500 
paper and ribbons for printers) 
Temperature/humidity controls (shared, no charge-back 
to Libraries) 
Personnel costs (including benefits) 
Library Automation Director $7 7,220 
Computer Center Senior Systems Analyst $47,520 
All library staff have automation workload, but do not represent new 
positions for the campus. 
Training consultants for existinghew staff (est. $5,000-$10,000/year 
initially, with time and 
travel contract. May 
include here travel for 
User Group [national, 
regional] or related pro- 
fessional associations as 
continuing education 
requirement). 
Security devices for terminals and printers (we have not chosen to 
implement to date). 
Lighting for terminal screens (we have not chosen to implement to date). 
Public relations $12,500 
Staffing requirements (desirable): 
Technical Staff: 1 Senior Systems Analyst/Programmer; 1 Programmer/ 
Analyst; .5 SAS programmer; .2 of networking, systems and operations 
staff 
Library Staff 1 Project Manager; 2 pc/networking maintenance; 1 
electronic file service librarian; 2 bibliographic instruction equivalent 
for user and staff training; special project staff for clean-up of 
database, maintenance of datafiles, and so on. Impact on all staff for 
testing of upgrades, enhancements, and so on. 
T h e  earlier costs represent typical library management system ex-
penditures-other initiatives and extended automation services may 
add incrementally. Some typical projects are noted here: 
New hardware and networking demands; extended services (special 

renewal options, document delivery services to off-campus con- 

stituents, and so on) (shared, no charge-back to libraries for those 

options currently in production [e.g., special faculty renewal].) 

Retrospective conversion of specialized collections such as art history 
slides, manuscripts, photographs, and so on to machine-readable files 
(development costs not currently available). 
Implementation of new technologies and/or services such as a mi- 

crocomputer lab ($26,000 upgrades), CD-ROM Reference Center 
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($lSS,OlO),CD-ROM LAN networking ($70,000 installation),or 
similar new additions to library service centers-plus maintenance of 
staff support for office automation (up to $30,000per year) 
Miscellaneous and unexpected expenses. 
Bolez (1987) notes that “costs vary with the size of the system 
(single-function, bifunction, multifunction, or fully integrated) and 
the amount of modification required” (p. 109). She notes that “after 
5-7 years there is a need to upgrade, modify, enlarge, or completely 
re-vamp” (p. 109). And each year today’s academic libraries are finding 
that the changes in existing technology are so rapid that i t  is almost 
impossible to get by only with initially purchased equipment and 
software-change is required on an annual, biannual, or more 
frequent basis. 
Camp et al. (1987, p, 348) offer an interesting table on how 
academic libraries use the regular library budget for automation. 
TABLE 
Acquisition Serials OPAC Circulation 
(n=41) Control 
(n=26) 
(n=25) (n=4O) 
Regular library budget 
Special allocation from 
parent institution 
56.1% 
12.5% 
73.1% 
7.7% 
24.0% 
44.0% 
22.5% 
42.5% 
Outside grant 
Computer center budget 
4.9% 
9.8% 
_ _  
15.4% 
16.0% 
_ _  
5.0% 
2.5% 
Combination of above 14.9% 3.8% 16.0% 22.5% 
Other 2.4% -- -- 5.0% 
CONCLUSION 
Ongoing tensions will be experienced in library budgets for 
resources: print, media, microform, and electronic. Library users will 
expect and demand instant access to full-text as well as indexes and 
online library catalogs. Internet access will be, and of ten is, considered 
the norm. As individual librarians and campuses commit to these 
projects, the details of budget requirements noted earlier and the 
goals of service noted must be considered and carefully monitored. 
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Personnel Costs and Pat terns in Libraries 
BARBARAI. DEWEY 
ABSTRACT 
PERSONNEL are becoming a key component in COST PROJECTIONS 
overall library planning. Strategic plans and the results of a process 
of defining visions and values provide critical guides to where and 
how personnel should be allocated. The article also examines factors 
such as accountability, new programmatic initiatives, and client- 
centered approaches in terms of examining personnel costs. A review 
of studies related to personnel costs and allocation reveals the need 
for predictive cost models in this area. In general, personnel allocation 
must be done not from formulas but based on programmatic priorities 
determined through careful planning. 
INTRODUCTION 
Essays, research papers, and editorials related to library personnel 
issues have become more and more prevalent during the past two 
decades. Creth (1989)noted that the personnel literature from 1939 
to the present has consistently dealt with a broad range of issues 
related to professionalism, job assignments, status and role concerns, 
credentials, and compensation (p. 144). Personnel costs, with the 
exception of compensation concerns, have not, until recently, been 
the focus of studies and articles. 
Several major environmental factors now make the discussion 
of personnel costs an essential component of library planning. These 
factors-declining budgets, the reality of constant change, the need 
for continuous innovation, and a more client-focused approach to 
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library operations have a direct impact on the cost of defining and 
doing “business” in libraries. If these factors were not enough to 
bring administrators to their spreadsheets and calculators, they bring 
about a host of other events that also have a dramatic effect on library 
personnel at every level. Organizational restructuring, application 
of computer technology, professional/support staff job analysis, 
reassignments and the attendant training and staff development needs, 
and expanded personnel programs, such as job counseling, are all 
actions and activities resulting in one way or another from the external 
environment. These are, in addition to salary and benefits, major 
personnel cost factors for libraries. 
STRATEGICPLANNING 
Personnel costs or any other costs of doing business in libraries 
should not be studied in isolation of mission and programmatic 
priorities. Therefore, it is important to begin with the library’s 
strategic planning process. What is the mission of the library? What 
are the goals? What are the priority programs which carry out these 
goals? What is the external environment in which these goals will 
be carried out? How does the environment affect mission and goals? 
Answers to these questions provide a framework for developing 
budgets and analyzing costs, not only for human resources but for 
all areas. 
EXTERNALENVIRONMENT 
Personnel needs and accompanying costs must be studied in 
relation to the external environment. All types of library organizations 
exist within, and are constantly responding to, that context. This 
article focuses on the context of higher education-the university 
environment. Library planning is affected in different ways by other 
con texts-communities, businesses, public sector organizations, and 
the federal government-in terms of their defined mission and their 
plans for carrying out that mission. 
Higher education is experiencing rapid change, and, .at the same 
time, severe budgetary constraints. Student population profiles are 
changing. Universities and colleges are either more diverse or are 
striving to achieve greater diversity among students, faculty, staff, 
and in the curriculum. More nontraditional students are taking part 
in the higher education process. Technology as applied to the 
educational process is changing the content and process of teaching 
and research. All of these factors affect the way libraries are planning 
and delivering programs and services. 
The University of Iowa’s strategic plan, Achieving Distinction, 
was developed to provide directions and priorities over a five year 
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period (1989-94) for all campus units (University of Iowa, 1990). The 
university library was already in the process of developing its own 
plan (University of Iowa, 1990). The university has been in the process 
of strengthening programs selectively in accordance with its priorities. 
Criteria for determining institutional enhancements and reductions 
reflect critical higher education issues found throughout the country. 
The primary criteria include the quality of a program and its cen- 
trality to the university role and mission. Once quality and centrality 
are established, the secondary criteria are: 
0 student demand 
potential for excellence 
external impact 
0 cost (University of Iowa, 1992). 
Budget requests, including those for personnel, must be linked 
specifically to these criteria. Iowa’s strategic planning process is just 
one example of the growing practice of directly linking costs with 
program priorities. 
ACCOUNTABILITY 
A major environmental reality is an ever-growing emphasis on 
accountability and evaluation from internal and external sources. 
Library professionals must take control of methods for determining 
the cost and benefit of programs, services, and operational activities. 
Additionally, the articulation of cost/benefit must be carefully 
developed and implemented. Failure to address the accountability 
of all aspects of the library operation may result in an inability to 
clearly define and justify programmatic needs and priorities to 
internal and external audiences. Furthermore, the inability to provide 
codbenefit data could also result in outside agencies taking over 
this activity, resulting in potentially inaccurate methodologies, 
outcomes, and interpretations. An ongoing planning process should 
include clear statements of the mission, goals, and implementation 
plans as well as the cost and benefit of program priorities to the 
institution. 
VISIONSAND VALUES 
The outcomes of thoughtful strategic planning and imple- 
mentation of organizational review techniques can sometimes be 
disturbing and difficult for library professionals to embrace or even 
participate in. Some feel that a crisis is either looming on the horizon 
or is already here in terms of the library professional’s ability to 
respond to critical issues facing the external environment and, 
therefore, libraries. One response to this concern is to define the library 
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profession’s vision and values, thereby creating a general un-
derstanding of what is collectively viewed as important generally and 
within a specific institution. This process can have a profound effect 
on staffing configurations and job content when applied over time 
to an organization. 
A group of leaders in the library profession, known as the 
Strategic Visions Steering Committee, met in December 1991 in 
Washington, DC to identify issues critical to the library profession 
and to draft a vision and values statement for wider discussion within 
the profession. In addition to citing specific concerns, the group 
determined that a dynamic vision of the profession needed to be 
developed to define the context and models for leadership and action 
over the decade (Strategic Visions Steering Committee,  1991). 
Libraries around the country are using this experience to develop 
vision and values statements of their own to inform strategic planning 
as future directions are determined. 
TECHNOLOGY COSTSAND PERSONNEL 
The application of computer technology has played a key role 
in focusing attention on personnel costs within the total library 
budget and is often seen as the pivotal factor in the financial 
environment. Over the years, some people, especially university 
administrators, assumed that automation would reduce the overall 
costs of library operations, but this has not been the case. Automation 
and the proliferation of information technology as well as new 
techniques for accessing (not just acquiring) information have 
produced significant changes in staffing patterns and job assignments 
and will continue to be a major catalyst for more changes in the 
future. Implementation of automation systems has provided a strong 
incentive for libraries to embark on staffing studies to at least de- 
termine a more appropriate staff configuration based on objective 
data if not to examine cost (specific studies are discussed later in 
this article). 
Technological applications also have a profound effect on how 
library work is conducted and within what type of formal and 
informal organizational structure. Sproull and Kiesler (1991) point 
out that networking provides almost unlimited data to persons who 
otherwise do not have access. Communication patterns shift from 
a hierarchical path to a flatter and broader plan running throughout 
the organization (p. 84). This access alters the location and strength 
of traditional “power” centers such as reference and cataloging de- 
partments. Others can now look at files and pull up information 
once only held in a single physical location. 
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Technology also provides new opportunities for users to directly, 
and without intervention, use services such as interlibrary loan, 
reserve, document delivery, and circulation. The “just in case” versus 
the “just in time” model is becoming more prevalent. Libraries have 
always collected materials and staffed service desks “just in case” 
users need an item or have a question. Remote services now allow 
for “just in time” access to certain materials and services. 
NEw PROGRAMMATICINITIATIVES 
Through the strategic planning process and other means, 
libraries are in the midst of refocusing their fundamental pro- 
grammatic mission. In the past, new programs were probably “added 
on” to the activities libraries were already involved in. Now activities 
once regarded as fundamental to library operations are being replaced 
by new services and new ways of providing services or being reorga- 
nized to achieve greater efficiency. 
The complex nature of information and the myriad ways of 
retrieving it have resulted in greater recognition of the need for more 
user education and outreach efforts. Programs addressing recruitment 
and retention of diverse student and faculty populations require, in 
part, focused kinds of user education and support with accompanying 
staffing considerations. Implementing the librarian’s role in the 
teaching and learning process assumes increased time devoted to 
external relationships throughout the campus. 
For example, Lucier’s knowledge management team concept 
emphasizes the integration of knowledge sources, access and delivery 
systems, education and training programs, and personalized services 
through a distributed technology based environment. Lucier’s (1992) 
model emphasizes the following principles: 
collaborative work with faculty; 

0 highest value placed on the technological innovations that solve 

critical practical faculty problems; 
0 work organized around outcomes; and 
encouragement of entrepreneurial responsiveness to environmental 
changes and opportunities (p. 30). 
This collaborative model not only produces results in terms of 
successful projects but also generates income through external funding 
sources. Reconstructing both the organization itself and the principles 
inherent in the library organization will bring about change in how 
personnel dollars are allocated as well as primary job duties. 
On the technical services side, Campbell (1989) notes that “the 
heavy investment of staff has been reinforced over the years by the 
coding of complicated bibliographic practices and the standardization 
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of these codes” (p. 79). He calls for the creation of viable and cost- 
effective alternatives to processing. New technological developments 
allowing for more types of automatic processing and an interest in 
the private sector for providing specialized services have implications 
for the shifting of library personnel costs devoted to certain types 
of information processing. 
CLIENT-CENTEREDPHILOSOPHIES 
Libraries have always operated to some degree using client- 
centered philosophies. New initiatives mentioned previously came 
about partially because library professionals paid attention to what 
users wanted. However, the fact that librarianship is a profession 
with a very long history greatly affects the degree to which librarians 
themselves embrace philosophies which may encroach on their 
definition of the profession and the content of their jobs. Raelin 
(1986),in The Clash of Cultures: Managers and Professionals, discusses 
the inherent clash of the managerial versus the professional culture. 
Raelin theorizes that professionals’ self-esteem rests more in technical 
expertise than in meeting organizational needs (p. 107). This may 
be true with librarians who find it difficult to embrace programmatic 
priorities which seem to diminish their work in specialized areas. 
This potential clash between administrative and professional 
concerns is sometimes evident when management planning methods 
are applied to libraries. For example, many organizations, including 
colleges, universities, municipalities, and school districts, are formal- 
izing their commitment to the “client” through the implementation 
of total quality management (TQM) programs. Implementation of 
these programs can dramatically alter library operations and the role 
of all levels of library staff, not to mention the content of their jobs. 
A client-centered view of the library-what it should be providing 
and how-may be radically different from staff’s “professional” view 
based on learned professional mores but not necessarily on cost to 
the organization and benefit to the client. 
COST STUDIES 
Relatively few models are available to apply to library personnel 
cost studies. As was noted earlier, the application of technology to 
library functions provided the catalyst for a small number of cost 
or staffing utilization studies in libraries. These cost studies did not 
always address job components or levels, and staffing utilization 
studies did not always address cost and benefit. More studies are needed 
to address both. 
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Examples of staffing utilization studies include the University 
of Iowa Libraries study which examined job activities and levels prior 
to automation and three to five years after automation was in place 
(Dewey, 1990). This study provided detailed background information 
for a major staffing request presented to the central university 
administration in the form of position requests specifically related 
to strategic program priorities and accompanying personnel costs. 
Ricking and Booth (1974) completed what is one of the broadest 
library job analysis studies to date with the purpose of determining 
the nature of library work in terms of skills, aptitude, level of 
responsibility, and knowledge required to accomplish tasks. 
Rothenberg et al. (1971) examined staffing levels and use in health 
sciences libraries, focusing on consistency of job content to 
professional status. The study concluded that library personnel are 
often engaged in tasks that are not of a professional nature. 
Two studies examined staffing utilization in academic branch 
libraries. Renner and Clark (1979) focused on optimum staff size and 
developed a model of a typical departmental library using a 
mathematical formula. Snyder and Bentley (1986) compared 
perceptions of public services staff to the actual recorded time it took 
to accomplish broad categories of tasks and found that perceptions 
were incorrect much of the time. Mitchell (1983) examined how a 
specific task is related to the desired level of service and appropriate 
staffing level. 
A joint study was recently done by ARL and RLG (Roche, 1993) 
on the cost of interlibrary loan (ILL). The study’s goals were to provide 
benchmark data on costs of ILL lending and borrowing and to serve 
as a management tool for libraries to make preliminary cost 
comparisons. The study includes a detailed accounting of staff costs. 
Cost studies have been done for several other operational areas 
of the library. Getz and Phelps (1984) did a comparative study of 
technical services costs at three private universities. They found that 
the labor costs per volume varied by more than 50 percent from the 
lowest to the highest cost operation. They also found that differences 
in costs reflect the hours of labor libraries choose to invest in 
processing each volume, differences in labor productivity, and 
managerial effectiveness (p. 218). Morris (1992) reviewed technical 
services costs at Iowa State University. Her study revealed some specific 
areas where great effort was being expended. 
Cummins (1992) provides a method for developing personnel and 
staffing standards using four steps: (1) assessment of patron needs, 
(2) match needs to the library’s goals and objectives, (3) implemen-
tation of the program developed to meet the need, and (4) evaluation 
to validate the contribution of the library to meeting the need. 
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Cummins notes that “the cardinal rule for staffing studies is that 
decisions be based on sound data. If a data collection system is not 
in place, a sampling can be performed to determine need. The purpose 
of the study is not only to determine the numbers of staff required 
but also to determine the mix of professional and paraprofessional 
staff” (p. 184). 
Cost analysis can also be done around organizational structures. 
Tebbetts (1992) suggests placing cost figures in “cost centers” of the 
library. These centers are normally programmatic or functional areas 
such as reference, interlibrary loan, technical services, and the like. 
Once costs are divided by center one can establish cost for particular 
functions. The last step in Tebbetts’s model is to determine cost for 
a function per category of user. This method can be effective both 
for showing staff the costs for internal services as well as to demon- 
strate the numerical link of how library services directly support 
campus constituencies (p. 20). 
Cooperative collection development and resource sharing labor 
costs have only marginally been studied and usually from the point 
of view of materials’ costs as compared to obtaining the material 
through interlibrary loan. Work needs to be done on the costs 
associated with resource sharing programs. 
THEPERSONNEL COST FACTOR: PROGRAM 
IMPLICATIONSFOR THE HUMANRESOURCESPROGRAM 
New programmatic directions and alternative ways of delivering 
services have dramatic implications for the fundamental definition 
of what professionals do. The  Georgetown Strategic Visions 
Discussion Group provided the following values as desirable for 
library professionals: 
tolerance of diversity of opinions; 
professional leadership through innovation, quality service and 
partnerships; 
0 cooperation/sharing/networking; 
innovation and risk taking; 
collaborative services involving clients, other organizations, other 
professionals, other members of the information professions; 
client-driven orientation; 
commitment to the profession; 
flexibility to consider new ideas and change in the workplace; 
curiosity; and 
analytical reasoning. 
Veaner and Oberg, in presentations at the 1993 ALA mid-winter 
meeting on the role of professionals and nonprofessionals in libraries, 
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both noted the necessity for library professionals to shift from 
production type work to intellectual planning type work. In their 
opinion, nonprofessionals are capable of and should be performing 
most kinds of production work. Proper compensation for support 
staff, depending on the level of complexity of the activities they 
perform, is important. 
Studies already mentioned focus on discrete operational activities. 
Library administrators need to consider other factors when attempting 
to determine overall personnel costs. The cost and benefit of the library 
personnel program itself must be taken into account. The analysis 
should also take into consideration the impact of all aspects of the 
personnel program including training (departmental and 
systemwide), staff development programs, counseling services, 
performance evaluation programs, compensation programs, turnover, 
recruitment/hiring, and any other personnel related program. What 
is the cost? Are these programs linked for maximum effectiveness? 
Are these programs supporting the strategic priorities of the library? 
Most importantly, library administrators must answer the question- 
what is the cost of not having an effective personnel program? 
CONCLUSION 
Personnel allocation needs to be determined based on pro-
grammatic priorities as defined through careful planning. Reduced 
budgets, increased accountability requirements, and rapidly changing 
technological considerations provide even more impetus for devel- 
oping predictive costing models to help determine appropriate staf- 
fing levels for priority library operations and programs. An accurate 
articulation of personnel costs and any development of predictive 
models need to take into account all aspects of the library’s personnel 
program. New initiatives and service models combined with tech- 
nological innovation should, therefore, determine how much and at 
what level staffing should be allocated or reallocated. 
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The Architectural and Interior Design 
Planning Process 
ELAINECOHEN 
ABSTRACT 
LIBRARIES depend upon the RESOURCES, SERVICES, AND PROGRAMS 
space layout and installation of certain types of furniture and 
equipment. Operating costs depend in large measure upon how well 
the facilities are designed. This article explains the planning process 
and focuses upon library building requirements wrought by the advent 
of electronic information technologies. 
AN OVERVIEW 
Libraries are object-intensive facilities. Their resources, services, 
and programs depend on the installation of certain types of furniture 
and equipment. Without shelving to house hard copy, there would 
be no place to put books, journals, documents, and other artifacts 
of the print world. Without microcomputers or terminals, CD-ROM 
players, printers, microfilm readerdprinters, and photocopiers, it 
would be difficult to provide online services, CD-ROM information, 
or hard copies of micro media. Staff need service desks, workstations, 
and work areas to perform their jobs. Patrons perusing hard-copy 
resources also need places to sit. 
Of course, where patrons sit depends on their personalities and 
how in-depth their browsing will be. Some people prefer to read 
or study in an attractive area and others couldn’t care less. In any 
event, lounge chairs and sofas and chairs at tables or carrels are 
important library items. Few people are willing to stand for more 
than a few minutes while leafing through a periodical, studying a 
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reference book, or researching a specific topic. Chairs have also become 
essential aspects of a large percentage of the online public access 
stations being installed today. 
When OPACs first appeared on the library market, library 
planners believed that patrons would stand while performing quick 
searches. Although many patrons do not mind standing, many more 
prefer to sit. Besides, today’s terminals are constantly being loaded 
with host databases. Browsing through these takes such a long time 
that sitdown stations are showing up everywhere. It is not uncommon, 
for example, to find a large academic library’s reference area outfitted 
with four stand-up and twenty-six sit-down OPAC stations. 
The problem is that each additional chair costs money, and 
construction budgets tend to disregard this fact. Funds are often 
encumbered for construction only, and monies for “loose” furniture 
must be garnered elsewhere. The same is true for electronic equipment 
(e.g., microcomputers and CD-ROM players) and general supplies 
(e.g., wastepaper baskets, pencils, paper, and desk sets). The 
construction budget ignores these completely. 
Where plans for construction of new facilities are concerned, 
knowledge of the architectural contract and the resulting contract 
documents (blueprints and specifications) is essential. It is imperative 
to know exactly what these do contain. In some instances, all 
“millwork” or custom built woodworking is to be designed and 
constructed under the architectural contract. Millwork of ten includes 
custom built service desks, built-in display cases, and similar aspects 
of interior design. On the same project, shelving may also be 
considered part of the architecture. This is often the case on very 
large installations; for medium to small installations it is not. Funding 
for shelving falls into the loose furniture category, which also includes 
all library technical furniture (tables, carrels, chairs, atlas stands, etc.) 
and office workstations and chairs. Surprisingly, carpeting is nearly 
always part of the architectural contract because it provides the 
finished floor. 
Sometimes the budget contains all the items necessary to build 
and operate the facility-construction, loose furniture, supplies, and 
electronic equipment. The library administration and staff are 
informed that a certain amount of money is available, and it is up  
to them to divide the sum logically. If the renovatiodnew addition 
comes in over budget, there is less money to spend for other items. 
Having enough money to spend on the proper furniture, supplies, 
and equipment is not enough, however. The idea is to be cost effective 
and maintain a low overhead once the project is complete. The 
building must be able to operate relatively efficiently. Here, the design 
of the interior architecture is extremely important. That is one of the 
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reasons why library consultants are kept on projects beyond the 
programming stages. They critique the interior architecture and, later, 
the interior design space plan. 
For example, a proliferation of dividing walls promises 
operational inefficiencies and thus more staff. Walls impede traffic 
flow which, in turn, forces employees to waste considerable time 
getting from place to place. Additional floors or more than one 
entrance also demand more staff. Too many libraries have had to 
add more service desks/control points-and employees-to prevent 
security problems. 
It is logical to assume that the interior architecture affects any 
building’s space layout possibilities. An old school converted into 
a library may have long corridors and a variety of cinderblock walls 
that once delineated classrooms. An award-winning public or 
academic library building may feature a vast central atrium, “flying” 
staircases, and many attractive but unusual areas. In both cases, 
interior architecture is rather inflexible and limits layouts. The spaces 
that are created within the envelope are usually characterized as fixed 
function; these tend to resist logical rearrangement. 
For example, if a school was designed as a classroom facility, 
only activities that fit into 400 square feet segments will function 
properly. Few library collections have logical breaks which enable 
them to fit neatly into spaces that are just that size. An award-winning 
building’s central atrium can be an important aesthetic. Its primary 
function is to bring a sense of grandeur to the interior. One can 
look up and see through to the next story or look down and view 
the floor below. Unfortunately, a central atrium creates a “ring around 
the rosey” effect. Patrons and staff must walk in circles to get from 
here to there. 
For the budget conscious, it is important to note that atriums 
are also nearly as expensive to heat, ventilate, or air condition as 
the full floors they replace. Furthermore, buildings with atriums are 
very difficult to balance mechanically. Service calls that require fixing 
such gadgets as malfunctioning vents, fans, circulators, pumps, and 
blowers become a constant fact of life. 
Filling in a central atrium is always a solution, but it is one 
thing to tear down the interior walls of a 1950s school building and 
another to deck over the glorious atrium of an award-winning 
building. In both situations, the expense may cause a public furor, 
but the protests are bound to rise to untenable heights whenever 
political forces believe that bureaucrats are about to destroy a precious 
work of art. Similarly, if the school building was erected at the turn 
of the century, it immediately becomes a historic structure. Should 
it be replete with special details and fine appointments, resistance 
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to any architectural changes could be defended by an equally ferocious 
political battle. 
Old school buildings are not the only historic structures. Libraries 
with historical significance seem to be everywhere. There are any 
number of seventy, eighty, and ninety year old structures still 
functioning, and they house a variety of libraries-public, academic, 
governmental, and private. These buildings evoke great affection, 
even those that have not been well maintained and, thus, have 
deteriorated. Communities may have ignored their existence, but once 
one of these structures enters the spotlight, it is amazing how many 
people profess kinship. The populace tends to view the structures 
as examples of a gentler age and something they wish to return to- 
even if they were never there. 
Indeed, some of these structures feature architectural details that 
are either too expensive to fund today or literally against the law. 
For example, old buildings tend to have impressive exterior stairs 
that were built without regard to barrier-free environments and, of 
course, do not comply with Americans With Disabilities Act (ADA) 
guidelines. Sometimes a stair leads to a very handsome entrance 
flanked by difficult to open heavy wooden doors. Not only are these 
doors phenomenally expensive to replace, they also are incompatible 
with ADA guidelines. 
Once inside one of these old buildings, the interior architecture 
and related interior design all too often limit the ability to conduct 
state-of-the-art library services. An imposing but inflexible teak and 
granite circulation desk may take up far too much room. In order 
to add terminals and other details of automated circulation services, 
makeshift work areas have been created behind and to the side of 
it. In close proximity to the desk are one or two wood paneled reading 
rooms whose floors were not constructed to bear the 150 pound per 
square foot live loads that library bookstacks presently require. Since 
the majority of the collection was not expected to be open to the 
public, it was placed in a once closed and now open access metal 
self-supporting stack whose small entrance is located to the back 
of the facility. Within the stack, the only access to the second and 
third tiers is via a narrow metal stair. 
The inflexibility of this building’s design implies that there is 
only one way to perform library service-and, at the time it was 
erected, that probably was the case. Its architect wanted to create 
an important work of art that could support processes that were 
clearly defined. 
Of course, library services have changed dramatically over the 
ensuing years. Now their facilities are expected to house a wide variety 
of activities, some which came into existence just recently, perhaps 
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only yesterday. Indeed, radical changes in library missions and goals 
are occurring daily, but the buildings that are expected to support 
these activities are still being designed with century old rules in mind. 
The result? A host of new structures that are quickly becoming 
outdated. The situation is so common that library consultants often 
receive urgent telephone calls late into the night from harried 
librarians administering inflexible, barely relevant, buildings that 
are less than five years old. 
Until ADA went into effect, any number of new buildings’ were 
constructed with the older models in mind. Too many buildings were 
designed with requisite impressive exterior stairs that led to equally 
impressive but hard to open front doors. Administrators now find 
that they must scurry to find places to add exterior ramps or elevators 
as well as inexpensive ways to install automatic doors. 
Beyond inappropriate exterior access, another difficulty concerns 
the all too common confusing internal pathways. First time patrons 
complain that they cannot find the interior elevators or stairs. It is 
not uncommon to find disabled users being forced to traverse long 
distances before they reach the ramp that will lead them up or down 
a two step level. Of course the most universal inadequacies relate to 
insufficient collection and user spaces; nearly nonexistent electrical 
and telecommunications wiring; too few places to install equipment- 
dedicated seating; and inappropriate meeting, conference, or training 
rooms. 
Because new construction or reorganizationhenovation can be 
costly, it is not surprising that, in an era of tight money, academic, 
public, corporate, or governmental financial officers resist making 
any changes at all. Although librarians take it for granted that we 
are living in a global information economy, arguments may be forth- 
coming that i t  is not necessary to upgrade the building. In five years 
the book will disappear. With dial-in capabilities, everyone will have 
access to the virtual library. Or conversely, adding substantial elec- 
tronics to a building is an expensive and unnecessary use of space. 
Spending money on hardware and software will diminish the book 
budget. 
When money is tight, allocating resources does tend to be a zero 
sum game. Furthermore, whether books or electronic equipment are 
more attractive tends to be in the eye of the beholder. While too 
many funding authorities are finding i t  increasingly difficult to 
believe that hard-copy collections are still growing, in this age of 
high speed data, librarians still find ways to relegate microforms 
and microcomputers to small enclosed rooms in dreary basements 
or other dismal places. 
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The irony is that, while electronics are threatening to chase print- 
on-paper out of some facilities, hard-copy publications are still 
proliferating. Everyone thinks there will come a day when hard-copy 
collecting will come to an abrupt stop, but more than likely that 
event will occur far into the future. An increasing number of books 
and periodicals are being published in third world and developing 
countries, especially in the far east. Scientific subjects are multiplying 
and diversifying. New medical practices and innovative drugs 
command individual subclassifications. International law is 
becoming of interest to the ordinary person in the street. That is 
why few buildings are being erected without some place to install 
compact shelving. 
Depending on the method of construction, the difference between 
a floor that has the loading capacity of 150 pounds per square foot 
live load or one with 300 pounds may only be a dollar or two more 
for each square foot erected. To minimize this cost on the upper 
floors, only one floor may be designated for compact shelving. In 
other situations, a quadrant slicing through the building’s floors may 
have its columns and floors reinforced. In many cases, the most 
inexpensive method is to place compact shelving on the ground floor. 
This tactic usually requires only a thicker floor slab-provided, of 
course, the subsoil can support the weight of fully loaded compact 
stacks. The rails upon which these units slide can either be a part 
of the floor slab construction or added later. If the latter is the case, 
then the floor to ceiling height should be sufficiently high to take 
the addition that the track assemblies require. 
At an overwhelming majority of libraries, an installation of 
compact shelving appears to go hand in hand with increasing reliance 
on electronic services. No one wants to stop collecting hard copy, 
but space must be created in the public service areas for online 
searching and CD-ROM workstations. After all, online services and 
local area networks promise to overcome the limits of architecture 
and, at the same time, put a cap on the number of renovations to 
be made. Within the telecommunications cabling, there will be 
streams of data that must be able to pierce ceilings, walls, and floors. 
Here, a major consideration concerns the amount of electrical 
and telecommunications power that is brought to the building from 
the various utilities in the planning stage. It is important not to 
be too conservative. In the near future more is bound to be required. 
A rough rule of thumb is that each piece of electric/electronic 
equipment requires five amps. For example, five times sixty pieces 
of initial equipment amounts to 300 amps, where those sixty include 
microcomputers, terminal printers, copiers, microform machines, and 
electric pencil sharpeners-and coffee pots, microwave ovens, toasters, 
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and so on. Do not forget the substantial amount of electricity required 
to run all the mechanical and electrical building equipment-heating, 
ventilating and air conditioning (HVAC), and lighting. In a mod- 
erately-sized building, the HVAC and lighting needs may add up 
to more than three times the amount needed by information systems 
and workstation equipment. Although the former’s requirements may 
stay static, the latter’s will not. The number of electric/electronic 
devices is bound to keep on growing. It is only a small increase 
in cost to bring more electricity to the building in the initial planning. 
Larger cables may be all that is required. Once construction has been 
completed, bringing more power may require a large addition of 
money. Stringing cables is a labor-intensive process. 
Another consideration revolves around the availability of 
cableways, ducts, and other aspects of wire management within the 
facility. Future retrofits can be expensive if horizontal and vertical 
power distribution has not been planned carefully. It is not necessary 
to run substantially more wiring than initially needed. Rather, it 
is wise to plan building details that will allow wiring and cabling 
to be added sometime in the future. Most people will think twice 
before they drill into a marble wall or through good oak molding. 
They will go to lengths (no pun intended) to avoid unsightly wires 
from being draped from one end of the room to another. 
Knowledge of local codes is also important. Some codes restrict 
how wiring is run in the plenum above the suspended ceiling; ducts 
must be provided for that purpose. To bring the wiring down, 
channels may have to be cut in the plasterboard around columns 
or in walls. To run wiring along the floor, attractive and newly 
installed broadloom may have to be cut and spliced and the cement 
beneath chiseled to create trenches. 
If the library designer chooses broadloom, then the option of 
using undercarpet cabling (flat wiring) closes. The fire code allows 
carpet tile but prohibits broadloom from hiding this form of wiring. 
Undercarpet cabling is an excellent retrofit device. 
Obviously, the best suggestion is to prevent major wiring prob- 
lems in the planning stage. During the planning process, ground 
rules should be created that minimize inflexibilities and thus future 
expenses. Architectural solutions should come first and interior design 
solutions second. An architectural solution may be a cellular floor and 
cable trays along upper walls, while interior design solutions may 
consist of furniture containing wire management. It is essential that 
these ground rules be followed during the design phases and not 
jettisoned the first time a schematic is displayed or opposition is voiced. 
For example, since carpet tile costs about 20 percent more than 
broadloom, it is often hard to sell it to the powers that be. It is 
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clearly the better choice, however. Not only can it  act as a future 
retrofitting device, it is also easier to maintain. One can simply lift 
up a dirty tile and exchange i t  with a clean one-perhaps from attic 
stock or underneath a desk. Tiles in very active walkways can be 
replaced on a regular basis, perhaps every few years, without affecting 
any other areas. 
Other suggestions to minimize inflexibilities concern the shape 
of the building’s interior. Simply shaped spaces lend themselves to 
rearrangement whereas complicated ones do not. Whenever the spaces 
are simple, the resulting areas can be used in any number of ways. 
Complicated spaces, on the other hand, tend to define the activities 
that can and cannot be performed. For example, a large open area 
can house books, seating areas, service points, or instructional 
facilities, often by simple rearrangement, but an interior “street” that 
threads through alternately narrow and wide spaces may force the 
adjacent square footage to be used only as originally intended-as 
offices, group study rooms, storage areas, etc. 
Another example of important guidelines concerns the roof and 
the suspended ceiling. Under no circumstances should either be 
dropped over the main stacks to minimize construction costs. This 
is a tactic used by many architects. In a single story building, initial 
costs can be somewhat lessened by reducing the total cubic area to 
be erected. In a multistory building, by dropping the suspended ceiling 
and letting the ducts run just above it, less interior space has to 
be finished which, in turn, minimizes costs. At first glance these 
tactics appear to have a second benefit-the possible reduction of 
utility costs as well. There is less space to heat, air condition, or 
light. Unfortunately, by dropping the roof or the suspended ceiling, 
spaces meant for human habitation in the public service area are 
created that are only seven and one half feet tall. 
Although this is tall enough to accommodate nearly everyone- 
except perhaps one or two of this nation’s basketball players-it can 
cause the feeling of claustrophobia. Most of us live in homes with 
finished ceilings about eight feet high, and we are conditioned to 
like public spaces with ceilings that are even higher. In a place of 
public accommodation, seven and one half feet is just too low. 
Designers agree but argue that few people stay in the stacks for 
hours on end and reading areas with taller ceilings tend to be only 
steps away. But what will happen in the future is the primary concern. 
More than likely, in five, ten, or fif  teen years a percentage of bookstacks 
will no longer be needed. The materials-perhaps bound indexes 
or periodical backfiles-will be removed and access to the resources 
will be substituted with online services or CD-ROM networks or some 
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other form of networked micromedia. How can a library recycle public 
service space that is only seven and one half feet high? 
The same question relates to self-supporting stacks. During the 
open access heyday, from the early 1950s through the late 1980s, 
purchases of hard copy grew geometrically decade after decade. To 
squeeze all this material into buildings with insufficient floor space, 
self-supporting stacks were installed in libraries all over the country. 
The height of three tiers amounted to about twenty-three feet. From 
slab to slab, even the lowest ceilinged building had two floors with 
about twenty-four feet. Thus, self-supporting stacks can be found 
in any number of “modern” buildings as well as those that are nearly 
a century old. 
Typically, these structures depend on uprights that pierce each 
deck and support the stacks above. To demount even one stack, it 
is essential to start at the top; to do otherwise would cause the whole 
structure to fall down. Unfortunately, the space on the first floor 
is what everyone covets the most. The only way to make that space 
available but leave the upper tiers of the self-supporting stack intact, 
is to remove shelves and leave the uprights right where they are. 
The result is an unattractive area studded with posts every three feet. 
Because the problem is so endemic, there are any number of libraries 
that contain at least one such area. Witness seating in an academic 
library with three foot wide student carrels shoved between the 
uprights. At more than one major public library, workstations have 
been installed in the decks, and the staff forced to work in them 
of ten complain about the conditions vociferously. 
The gist of the foregoing discussion is to avoid creating 
unpleasant spaces in public service areas. They will affect the library’s 
future ability to function effectively. For small libraries or libraries 
with very long runs of bookstacks, for example, the floor to finished 
ceiling height should be a minimum of nine feet, while a better 
guideline is eleven and a half feet. It not only is less claustrophobic, 
it also enables better air circulation and light distribution-provided 
lighting runs either perpendicular to the stacks or is set in a 
nondirectional pattern on the ceiling. Further, the fire code requires 
eighteen inches from the top of an obstruction to the bottom of the 
sprinkler head. Although one can install sprinkler heads that are 
flush to the ceiling, in the less expensive installations they tend to 
protrude an inch or two below. This diminishes the required clear 
space above the stack canopies. In several well-publicized incidents, 
top shelves had to be removed by order of the local fire marshall. 
At one famous law school, the library had to move one-seventh of 
the collection elsewhere. Everyone knows that off-site storage is an 
expense they would rather not incur. 
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LIGHTING 
Another suggestion to hold down capital and operating costs 
concerns the lighting system. Today, there are any number of 
wonderful modular systems on the market. Fluorescents come in a 
wide variety of shapes and sizes, some of which are high output and 
last for six years or more. Electronic ballasts, which do not drip 
or buzz and provide dimming and features heretofore unheard of, 
are widely available. Metal halide high intensity discharge lamps 
are perfect for very high ceilings or for indirect lighting. These can 
even be installed in fixtures that appear to be antiques. 
Incandescent lighting, on the other hand, is to be avoided except 
for some exhibit areas. This form of lighting tends to be quite 
inefficient. In an ordinary bulb, approximately 90 percent of the 
electrical energy results in heat. One person described an incandescent 
bulb as a heating device that just happens to create light. Not only 
is the energy wasted, but it puts a load on the air conditioning system 
during its season of operation and thus escalates costs. 
PLANNINGFACILITIES 
Designing lighting systems is in the purview of an electrical 
engineer, while designing mechanical systems falls under the 
jurisdiction of the mechanical engineer. An architect must work with 
civil, electrical, mechanical, and structural engineers, landscape 
architects, and cost estimators as consultants unless they are members 
of the same firm. Those companies employing both architects and 
engineers are known as A/E firms. Other specialists involved might 
be acoustical, audio/video, or computers/networking consultants. 
Somewhere between 40and 45 percent of the architectural fee is paid 
to these consultants. 
Regardless of whether the project is a renovation, renovation/ 
addition, or new construction, the various phases of design are known 
as schematics, design development, construction documents, and 
contract administration. During the schematic phase, the architect 
presents the design concept for the project. Elevations-two-
dimensional representational drawings of the exterior and interior- 
are provided as are block layouts of the interior. A model or three-
dimensional drawings may be created, but this depends upon whether 
or not the project is large and/or they are specifically required by 
the contract. Drawings provided by the architect during schematics 
are typically used for fund-raising purposes. A rendering-a 
representational drawing of the exterior or interior-is usually 
considered a separate item (see Figure). Since i t  is a very desirable 
item, it should be budgeted. 
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Figure 
phase 
In the next phase, design development, the design is further 
refined and details are shown more fully. The work of all the 
consulting engineers is included in this phase. The last design phase 
is known as construction documents. This is the time during which 
the design is completed and the blueprints and specifications are 
sent out to bid. Once the bids are let, the drawings and specifications 
become part of the construction contract which explains the term 
contract documents. The last phase is known as contract admin- 
istration. The architect provides interpretation of the documents for 
the contractor, acts as liaison to the owner, and generally, provides 
visits to the site and monitors the payment to the contractors. More 
in-depth coordination and inspection may be provided by a construc- 
tion manager, still another professional service the library may retain. 
The foregoing events outline a list of outside people with whom 
the librarian may meet and have to interface with during the project. 
Although some of these people may only meet with the librarian 
once or twice, they are working quite diligently in the background. 
For example, during the schematic design stage, the librarian may 
not even see the engineers, but they review the design concept’s 
feasibility and probable costs. At this juncture, the engineers may 
also create drawings for the architect, but drawings will be similarly 
schematic. 
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Thus, at the schematic design presentation, a troubling aspect 
of the design should not be put off to a later date. Too many people 
are involved. Once sign-off is achieved, a problem that may have 
been minor rises in magnitude as the next phase, design development, 
begins. 
In design development, the engineers produce rather detailed 
drawings just as the architects do. If the problem is not pointed 
out by the librarian to the design professionals until the middle or end 
of this phase, redrawing or otherwise making changes to yesterday’s 
decisions will cost the architect money. The engineers will demand 
additional fees. That explains why so many architects become resistant 
to change as the design process flows toward completion. 
Engineers typically charge on the basis of a flat fee for so many 
hours of work while architects usually charge a percentage of the 
construction costs. In other words, the amount of work the engineers 
are to perform for the architect is clearly described. Additional work 
means additional fees. The architect, on the other hand, acting as 
a major designer and coordinator of the entire project, does not really 
know the exact amount the client will pay until the project is 
completed. Therefore, a concerted effort is made to keep the con- 
sultants on a tight rein. Unnecessary redrawing is frowned upon and, 
once drawings are signed off on, attempts are made not to alter 
decisions. 
Certainly, architects can charge the client a flat fee or an hourly 
rate to redraw, but usually the client resists that effort. Indeed, the 
architect’s hourly rate may be put into the contract just in case extra 
work beyond the scope of the contract is necessary. Architects can 
also enter into a flat fee or hourly rate contract but most commonly 
sign contracts that pay on the basis of a percentage of the construction 
costs, often with minimum and maximum limits. For a project 
estimated at $5 million, the minimum fee may be $400,000 and the 
maximum, $450,000. On the low end, this protects the architect so 
that good work is not penalized. If the project comes in under budget, 
no less than 8 percent of the construction cost will be received. If 
costs escalate, the architect is not rewarded. Occasionally the contract 
contains a stipulation that enables the architect to receive a bonus 
if the project comes in far under budget. This rewards everyone for 
a job well done. 
Although many people believe to the contrary, cost overruns 
may be no fault of the architect. Rather, they may relate to the client’s 
requirements or unexpected difficulties encountered during 
construction. The client may believe that the architect’s cost estimates 
are not in line with local conditions, or may demand an addition- 
such as a mezzanine-to the design. When the bids arrive, to the 
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client’s chagrin, costs per square foot are much higher than thought. 
Other unexpected expenses may arise. For example, although test 
borings were made, an underground stream may be found flowing 
right in the middle of the site once excavation begins. Extra funds 
must be quickly found to divert it. An underground stream may also 
cause the design to be substantially changed even though some 
construction has already occurred. Redrawing at such a late date will 
expand the scope of work and cause extras to be paid to the architects, 
engineers, and contractors. 
Extras are to be expected on most projects. For smaller buildings, 
it is hoped, those that occur are limited in scope. For larger buildings, 
there is always something-perhaps minor-that requires additional 
money. For example, people in systems management make a decision 
to purchase a new library information system and it needs to be 
wired according to the equipment manufacturer’s specifications. 
Unfortunately, those specifications vary from those detailed on the 
electrical engineer’s drawings. Or the new building inspector refuses 
to let the compact shelving operate unless additional security devices 
are installed. Professionals in the built environment design field 
nearly always attempt to build in contingency monies into their cost 
estimates. A contingency of 10 percent is considered reasonable, but 
people interested in the bottom line try to reduce this. Some, 
unfortunately, try to eliminate it entirely. 
Extra expenses also occur when the process is slowed by the arcane 
methods of bureaucracies and ferocious battles-sometimes over 
personality problems-that often occur in the political arena. For a 
new building, from genesis in the mind of the librarian to actual 
opening day  may be as short as two and one half years. The average 
is five years. Some projects have taken fifteen years to be completed. 
A minor renovation may take a year to a year and a half, while a 
major renovation will take as long as constructing a new building. 
During the predesign phase, long before the architect is hired, 
a library consultant may be retained to perform site selection or write 
the building program. Here, a request for proposal (RFP) must be 
sent, consultants interviewed, and the work performed. From 
beginning to end, the time span for this aspect of the process is 
at least six months. For a new addition or brand new building, test 
borings must be performed, or the land surveyed, and so on and 
so forth, which requires other professionals to send in proposals, 
be interviewed, and then selected and retained. Before an architect 
is hired, it usually takes at least three months to advertise, interview 
a sufficient number of firms, choose one, and then sign the contract. 
Unless fast tracked, the entire design process takes a minimum of 
nine months to a year. Often it takes longer because approvals must 
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make the rounds. Unless also fast tracked, construction can take a 
minimum of another year. If problems occur or the building is 
sufficiently large, i t  obviously will take longer. 
Once the architect begins to work, an interior design firm may 
need to be retained. Many architectural firms can provide interior 
design, and some clients prefer to use them because it allows the 
librarian to deal with only one set of people. Other clients believe 
that it is better to use interior design firms because they are more 
knowledgeable about furniture, colors, and textures. After all, they 
concentrate their efforts in the field. 
Just as architects have professional societies, such as the American 
Institute of Architects (AIA), so do interior designers. Their most 
well-known society is called the American Society of Interior 
Designers (ASID) and, similar to the AIA, i t  confers certification. 
ASID members know how to interface their work with that of the 
architect so that lighting falls over tables and carrels in the reading 
areas and hanging cabinets mount on walls that can bear their weight. 
One of the first tasks any interiors person should perform is 
to test the building program within the building envelope-even if 
this task has already been performed by the architect or library 
consultant. All major pieces of furniture should be placed in the 
plan to make certain they fit. The test acts as a reality check. Does 
the program call for more shelving than the building can hold? Is 
there enough room for the workstations specified for the work areas? 
Once this is done, the designer can go about the business of space 
planning all the areas, designating which furniture requires lighting 
and telephones, electric receptacles, and data utility jacks; visiting 
the showrooms with the client; choosing the furniture-colors and 
textures-and ultimately creating a set of interior design contract 
documents. 
For a library, the documents are typically divided into three- 
library technical furniture, shelving, and office furniture. Sometimes 
the first two are combined, but this limits the number of bidders. 
There are times, however, that furniture is not procured by bid but 
rather by state contract. Occasionally, one vendor will be given the 
entire job on a cost plus profit basis. 
The following table provides sample furniture prices that were 
actually received for a court library. Unit prices are obtained so that 
different items can be added or deleted at will. 
CONCLUSION 
The foregoing price list does not indicate the time spent detailing 
furniture specifications: height, sizes, surface finishes, upholstery, 
edging, wire management, drawers, cabinets, and so on. Because the 
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SAMPLE PRICESFURNITURE 
Area 
1. Circulation Desk 

Chairs, swivel, castered 

42” H, SF shelving 

Book trucks 

Desk counter, 55’ long 

2. Circulation Work Area 

Terminal workstations 

Files 

90” H shelving DF 

3. Circulation Librarian Office 
Desk 
2 Drawer files 
Guest chair 
4. Staff Lockers and Mail Area 

Lockers 

Mail counter 6’ long 

Bulletin board 

5. Staff Lunch Room 

Lounge chairs 

Sides tables 

Dining tables 

Dining chairs 

Bulletin board 

Magazine/newspaper 

holder 
6. 	Freight Staging Area 
80” H industrial shelving 
90” H SF shelving 
Flat dolly 
Two-wheeled dollies 
Book trucks 
7. Current Periodicals 
90” H DF periodicals dis- 
play shelving 
42” H newspaper shelving 
Lounge chairs 
Side tables 
4’ X 6’ Reading tables 
4’ X 7’ Sloped-top tables 
Readers chairs 
8. Back Periodicals 
66” H DF compact shelving 
90” H DF shelving 
Microform files 
Counter 9’ long 
Swivel castered chairs 
9. Reference Area 

2’-6” X 6’ OPAC tables 

4’ X 7’ Index tables 

4 Drawer lateral files 

Atlas cases 

Computer stations 

29-69?x 4’-0” 
Unit 
Number 
8 

7 

6 

1 

6 

8 

16 

1 

2 

2 

10 

1 

1 

2 

1 

1 

4 

1 

1 

6 

6 

1 

2 

2 

21 

6 

16 

6 

2 

2 

16 

50 

20 

24 

2 

3 

4 

2 

10 

2 

8 

Price 
in dollars 
326 

115 

326 

18,150 

1,725 

788 

296 

1,200 

645 

240 

375 

1,500 

105 

350 

325 

300 

150 

105 

100 

240 

187 

220 

150 

326 

618 

500 

350 

325 

870 

870 

240 

320 

296 

900 

2,250 

326 

800 

1,409 

788 

668 

1,000 
Subtotal 
in dollars 
2,608 

805 

1,956 

18,150 

10,350 
6,304 
4,736 
1,200 

1,290 

480 

3,750 

1,500 

105 

700 

325 

300 

600 

105 

100 

1,440 

1,122 

220 

300 

652 

12,978 
3,000 
5,600 
1,950 
1,740 
1,740 
3,840 
16,000 
5,920 
21,600 
4,500 
978 

3,200 
2,818 
7,880 
1,336 
8,000 
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SAMPLEFURNITUREPRICES(Continued) 
Area 
Unit 
Number 
Price 
in dollars 
Subtotal 
in dollars 
Reading tables 4’ X 6’ 6 870 5,220 
2’ X 4’ Carrels 14 625 8,750 
Reader chairs 58 240 13,920 
90” H DF shelving 36 296 10,656 
42” H DF shelving 
10. Rare Books 
36 350 12,600 
2’ X 4’ Carrels 37 625 23,125 
Readers chair 
11. General Collection & Study 
37 240 8,880 
Area 
90”H DF shelving 182 296 53,872 
4’ X 6’ Reading table 12 870 10,440 
4’ Round table 4 490 1,960 
Readers chair 64 240 15,360 
2’-6” X 4’ OPAC table 1 800 800 
Window seating 18’ long 
12. Court & Personnel Work Area 
2 3,000 6,000 
4’-6’ Tables 2 870 1,740 
Reader chairs 
13. Public CALR 
8 240 1,920 
Terminals workstation 
Swivel castered chair 
2’-6” X 3’ Table for type. 
9 
11 
1,500 
326 
13,500 
3,586 
writer 2 450 900 
14. Microforms Area 
Reader chair 
4’ X 6’ Table 
12 
2 
240 
870 
2,880 
1,740 
Magazine collection towers 8 1.015 8,120 
Total $368,120 
bidding process tends to be inexact and similar products of one 
manufacturer differ from another, the installation phase is fraught 
with a variety of potential problems. The winning bid’s double face 
shelving may be outfitted with end panels that protrude an inch 
too far into each aisle. One range is lost for every six installed. This 
is the type of field condition that causes librarians stress. Where similar 
problems eventually solved by the architects or their engineers 
generally pass unnoticed, they occur with great fanfare here. 
Librarians understand the nuances of furniture, and it is just this 
understanding that can cause the greatest difficulties. The designer 
has several ways to deal with the situation. An obvious one is to 
reject the end panels and withhold payment. Another, perhaps more 
judicious, tactic is to see if the interior designer can redesign the 
area so that the dimensions are not critical. 
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Here the point to be made concerns letting professionals do their 
jobs. A wise librarian should keep tabs on the entire process-from 
architectural design through furniture installation once the ribbon 
is cut and the doors open wide. It is up to the library staff to operate 
efficiently and maintain a job well done. 
T h e  Whole Cost of Libraries 
JOHN A. DUNN,JR. AND MURRAYS. MARTIN 
ABSTRACT 
MOSTPEOPLE THINK OF the cost of a library in terms of its assigned 
budget, which sets out the annual allocation of specific sums of money 
for specific purposes. This budget is only symbolic since, in many 
cases, certain kinds of expenditures are not included, and some, such 
as opportunity costs, cannot, because of their nature, be included 
in a financial statement. In addition, a relatively new concept, “value 
maintenance,” should be considered. Almost all writing by academic 
librarians has been concerned with operating budgets rather than 
the total costs of libraries. Here an attempt will be made to review 
the kinds of costs involved and how they affect the real cost of running 
a library. For the most part, first attention will be given to academic 
libraries, but, where appropriate, reference will be made to other 
libraries. 
INTRODUCTION 
In addition to the operating budget, which may also include 
endowment and similar special funds, there may also be capital 
budgets. The interaction among these budgets is seldom stated, 
though many academic institutions have begun the practice of 
including some kind of operating endowment in fund drives meant 
to finance new construction. 
Most institutional budgets are aggregated from budget requests 
submitted by various agencies who may or may not have engaged 
in any prior consultations. The fragmentary nature of institutional 
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budgeting makes it clear that the true cost of running a library is 
not simply that shown in the operating budget. 
Different kinds of libraries receive different kinds of budgetary 
treatment. In general, public library budgets are the most 
comprehensive, since they operate autonomously and have to be 
responsible, for example, for utility and cleaning costs, which seldom 
show up in an academic library budget. Special libraries sometimes 
do not have a direct budget, and their costs are paid from various 
sources as appropriate or charged back to various accounts. Some 
academic budgets make provision for staff benefits, while in other 
cases these are charged against a central fund. These variations exist 
whatever budget style is used-from the simplest line item to the 
most complicated program budget. This makes consideration of total 
library costs a very complex matter, but, in view of the need for 
exercising the highest level of budgetary restraint, it is essential to 
know what these costs are. 
BUILDINGAND MAINTENANCECOSTS 
Among the most important costs that do not usually show up 
directly in an academic or special library budget are those related 
to the building and its equipment. These include utility costs-heat, 
light, and power-which may be included in another part of the 
institutional budget, somewhat in the manner of overhead. Given 
the size of most libraries and the fact that they are open long hours 
with sizable populations, it is clear that building maintenance costs 
will also be sizable. It is, therefore, strange that these costs are seldom 
taken into consideration when planning new or renovated libraries.' 
Added power consumption or changes in heating, ventilation, 
and air conditioning (HVAC) requirements are seldom considered 
when planning for the installation of automated systems, despite 
the fact that concentrations of machines and people tend to generate 
both heat and noise beyond that expected in the simpler days when 
most libraries were planned. This is particularly important when 
the need is to fit systems into an existing building. 
Most library budgets include lines for door guards, and some 
include at least a part-time position responsible for building security, 
but few budgets (other than public libraries) include the cost of 
personal security or of cleaning, though both can be substantial in 
a large library. In part, this is because these activities are the 
responsibilities of other parts of the organization, which are them- 
selves differently organized. It may be possible to extract costs 
associated with the library, but this kind of effort tends to be more 
expensive than the results are worth. It also results from the fact 
that different reporting mechanisms result in the activities being 
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under the charge of different senior officers, so that there may be 
little or no interaction in the course of budget decision making. 
Personal security is usually the responsibility of another agency, 
though there has been a move in some institutions to involve a wider 
range of administrators. Whereas the actual costs of repairs to the 
building may be charged back to the library budget, it is not often 
seen as parallel that the costs of personnel safety incidents should 
also be charged back. In fact, because of the nature of the building’s 
use and the value of the materials housed, most libraries do make 
de facto assignments concerned with personal safety without showing 
the cost separately. Again, because they operate separately, large public 
libraries and museums have arrived at much better estimates of such 
costs and include them in their budgets.* Because such considerations 
can affect the ways in which libraries (or individual departments 
such as Special Collections) can operate, their incorporation into 
the library budget, or at least consultation about these costs, would 
make clearer the actual cost of operation and enable better decisions 
to be made about how to do business. 
Most library budgets will carry some line within the budget 
covering the cost of repairs even if the amount is small since there 
will inevitably be power and equipment failures and broken furniture. 
In this, library budgets differ from other parts of an academic 
institution, primarily because, whereas classrooms are shared by many 
departments, these are single users and the costs of replacement and 
repair can be allocated directly. The amount so allocated tends to 
have historic roots and acts as a kind of amortization fund on the 
theory that it is likely that a certain number of chairs and tables 
will wear out each year and can be replaced individually rather than 
wholesale which tends to be the method used for classroom buildings. 
The increasing amount of electronic equipment in libraries has 
begun to strain the operating budget since very few institutions create 
sinking funds to cover the inevitable cost of replacement with more 
up-to-date equipment. Testimony to this is the increasing number 
of idle computer terminals in many libraries awaiting replacement 
or repair, also the long delay in upgrading computer systems beyond 
the time their peak usefulness has passed. Although i t  has long been 
the practice to provide a budget line for equipment service contracts 
(such as typewriter cleaning or maintenance for microform readers), 
the increase in the number and kinds of equipment has far exceeded 
the capacity of this usually modest part of the budget. Even the 
relatively simple need to keep terminals and workstations clean has 
been overlooked as a cost although it is as important as programming 
or CPU maintenance. In fact, libraries are finding that the cost of 
going electronic is far more complex than was ever thought. 
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Insurance for library buildings and collections can be very 
expensive, and insurance companies are now insisting on better 
building conditions, including the provision of proper disaster control 
systems. This may prompt institutions to think more thoroughly 
about one of their most expensive and valuable investments. 
Renovation of a library can be extremely costly, but the replacement 
of lost collections can be prohibitive, and may, in some cases, be 
impossible. There are no simple ways to keep the valuation of a 
library’s collections up to date. It is possible to use annual expenditures 
to increase total worth, but there are few algorithms to upgrade the 
cost of the replacement of older materials, and the calculation of 
the cost of replacing bibliographic data, whether in paper or electronic 
format, defies any existing system, since the original costs are either 
lost in time or composed of so many separate operations that the 
calculation of a total cost may prove impossible. Although they are 
referring principally to the concept of depreciation, both Christianson 
(1992) and Carpenter and Millican (1991) stress the importance of 
including processing costs. Only when a disaster wipes out a library 
do most institutions realize the cost of replacement which must cover 
not only the direct cost of materials but also the cost of processing 
them-a cost that is not covered by any insurance policy. In the light 
of these facts, it is clear that more should be spent on preventive 
measures, including preservation, but such a change runs counter 
to most academic or other library budget styles. In the same way 
as repairs to a building are likely to be delayed until the cost demands 
either a separate fund drive or a legislative appropriation, the repair 
of the collection may well be delayed until there is virtually no 
collection to repair. Many libraries maintain minimal budgets for 
replacement, but, for the bulk of the collection where the deterioration 
is slow and silent, most libraries must seek special grants or look 
to national programs which use microforming or digitization. 
Overlooking such needs leads to the undercapitalization of the library. 
Building and maintenance costs can thus be seen to cover a wide 
range of costs, some of which are recognized, some of which are 
not. Again some are included, even if inadequately, in the library 
budget; some are the responsibility of other agencies and may or 
may not be provided for in their budgets; others are not covered 
at all. These costs include: 
0 repairs, whether major or minor; 
0 maintenance contracts for equipment; 
utilities; 
0 cleaning; 
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0 insurance; 
amortization funding for new equipment; 
collection maintenance and preservation; 
0 personal safety costs; and 
disaster preparedness costs, 
GROWTHCOSTS 
It is in the nature of libraries to grow. Predicting the rate of 
growth is not an easy task (Drake, 1976). There have been several 
attempts to control growth in favor of stable library size. These efforts 
are generally more successful in smaller libraries where the principal 
need is to support teaching rather than research (Gore, 1976). In 
larger libraries, the need for specific items in the collection may 
diminish over time. The famous Pittsburgh study (Kent et al., 1979) 
simply confirmed this but did not explain how to predict what items 
will be used. In many subject areas, books and periodicals simply 
do not go out of date; in others, use may diminish to the degree that 
they do not need to be retained. However, even in technological fields, 
new uses have been found for older materials-for example, in ex- 
ploring its history or in recovering an earlier base on which to measure 
change as in ecological studies.3 While it is clear that comprehensive 
libraries are not needed at all locations, there are no clear paradigms 
by which to determine what to keep and what to discard. Use studies 
have a role to play and can certainly help direct future growth. How- 
ever, use also reflects the fashion of the day. Only too of ten a researcher, 
seeking to probe new fields, finds that the materials needed have 
been discarded. Popular culture students often find themselves in 
this situation (Brooks, 1993) or those who want to revisit older times 
and interests (Heinzkill, 1990; Metz & Foltin, 1990). 
Administrators and librarians who have pinned their hopes (for 
cutting budgets and keeping the library building smaller) on 
electronics and cooperative schemes have usually had those hopes 
dashed by the complexities of each alternative. In any event, both 
depend for success on the original items having been kept somewhere. 
It is unlikely that many libraries can be assured that anything they 
discard will automatically be available to them through interlibrary 
loan or document delivery. There is no current evidence that libraries 
are coordinating serial cancellations (Martin, 1992; Price & Carey, 1993), 
which suggests that interlibrary cooperation is still a hit or miss affair. 
There are also transfer costs associated with heavy reliance on document 
delivery. Leach and Tribble (1993) suggest that libraries will begin 
to invest more of their budgets in delivery services rather than purchase, 
but they also raise many issues related to financing and managing 
this very different kind of library operation (pp. 360-64). 
DUNN & MARTIN/WHOLE COST OF LIBRARIES 569 
In such circumstances, libraries can be expected to grow, whether 
by the addition of printed materials or by the incorporation of 
electronic alternatives (which still require space), and administrations 
will continue to find that they need new buildings or at least better 
ones. One solution is the construction of storage libraries which are 
cheaper to construct than regular libraries and can also make more 
effective use of environmental controls than buildings which are 
heavily used daily. There are, of course, processing and retrieval costs 
associated with running a separate building, but these are less than 
similar costs associated with an increasingly larger library building. 
Another alternative is the use of compact shelving, whether within 
the existing library or as an adjunct structure. User-accessible compact 
storage works best with smaller frequently used collections but can 
also be used in remote storage facilities where access is under staff 
control. Compact shelving offers the opportunity to house more 
materials in less space but also carries new operating costs, somewhat 
akin to the older system of paging that was used with closed access 
library stacks. There are also some questions about the speed with 
which materials can be retrieved, and such forms of storage raise 
questions related to equal access by handicapped persons. Here the 
cost benefits of storage have to be weighed against any resulting user 
service costs. 
Because libraries usually occupy prime space, any expansion is 
likely to be costly even if it is underground. This has made the idea 
of an electronic library very attractive since it  appears to offer the 
chance to house more in less space. In fact, the changeover to electronic 
access may well need every bit as much space as the traditional 
expansion of the printed collections, since the user space will have 
to grow proportionately to use. One architect has claimed, for instance, 
that workstations for computer-related work will need between fifty 
and sixty square feet of space, as against the twenty to twenty-five 
square feet that is now provided for a reading space (Jeffrey Freeman, 
personal communication, 1990). A major research library reference 
area must now include many more reader spaces of a larger size than 
was ever intended in the original design. Because electronic 
information does not yet include all publishing, the traditional 
collections are unlikely to diminish to make room for them. What 
this means is that the basic design concepts behind library buildings 
are changing rapidly, and older buildings cannot easily adapt to the 
new needs. 
Traffic patterns will change and tend to concentrate the user 
populace more. Many libraries have also found that the electronic 
media have led to a new need for instruction space, separate from 
regular user space, since library instruction is no longer simply a 
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matter of being shown where reference works and other tools, such 
as the catalog, are located. The combined effects result in a library 
very different from that to which most administrators have been 
accustomed, and it  is difficult to persuade them that the budgets that 
support them must also change. 
If libraries are to provide adequate services to users, they have 
to maintain adequate staff ratios, and these tend to remain constant. 
Some of these issues were examined as long ago as 1969 (Knight & 
Nourse, 1969) and later by Baurnol and Marcus (1973), and the various 
budget ratios and patterns have not changed substantially since that 
time. Economies of scale are not readily available to a library where 
the transactions remain individual and unique. This remains true 
even in the use of electronic information. Such complexities make 
the modern library a much more difficult building problem, one which 
is barely now beginning to be addressed by librarians, administrators, 
and architects. The costs associated with changing building needs 
are seldom conveniently placed within existing budget paradigms, 
if only because it is difficult to place them clearly within categories. 
Are CD-ROM workstations capital equipment or the equivalent 
of periodical subscriptions? 
Have they replaced some elements of the older traditional budget 
or simply added new ones? 
How does one calculate the added utility costs of new electronic 
equipment, and where should they show up in the budget? 
0 Are there other support costs that must be included in the budget? 
What are the costs of different space alternatives? 
What alternative uses could be made of any money saved on building 
construction? 
0 	How far can mechanical and electronic retrieval systems replace 
staff costs, or will they simply be added budget items? 
These are only a few of the budgetary questions associated with the 
“new” library. Formerly, most such costs showed up in the “other” 
category of support expenditures, traditionally, about 10 percent of 
the total, but this is changing rapidly (Hayes, 1982; Kantor, 1986; 
Budd, 1990). Many libraries are now spending more than this 
proportion on electronic systems alone without taking into 
consideration more mundane daily expenditures. Without a substantial 
infusion of new money, an increase of that order can only be attained 
at the expense of other budget items-notably library materials-and 
there is a limit as to how far such a process can go before the library 
becomes dysfunctional. 
ELECTRONICS 
Too many have seen the advent of long-distance electronic 
information transfer not only as a way of extending the services a 
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library can provide but as a way of cutting costs. As several speakers 
at the Computers in Libraries Conference (Oakland, California, 1991) 
pointed out, such an attitude overlooks the very real cost of 
telecommunication, the costs of staff training, and the substantial 
costs for equipment and installation. Many of these issues are discussed 
in Campus Strategies for Libraries and Electronic Information (Arms, 
1990) but with little attention to budgetary effects. Since most wide 
area and local area networks are handled on an institution-wide basis, 
these are seldom charged back to individual operational units. This 
may change as the Internet and similar networks are privatized, leading 
to direct user charges. The internal result may well be similar to the 
change that was made in telephone billing when central overhead 
costs were charged back to individual units based on their share of 
the total system. This is likely to come as a shock to most users since 
networks have been thought of as essentially free. Institutions, on 
the other hand, which have tried to update their communications- 
for instance, by laying fiber optic cables-have come to realize that 
there are large capital costs and ongoing maintenance costs. Usage 
costs, in the form now familiar for telephones, have not yet emerged 
clearly but are certain to be developed either in an attempt to control 
usage or to recover costs. 
COSTRECOVERY 
Libraries have already had to grapple with this kind of issue 
in the provision of online services. Discussion of cost recovery has 
largely been conducted under the rubric of “Fee or Free,” though, 
as White (1993) has pointed out, this is a misleading approach since, 
in fact, everything has a cost and has to be paid for. It is only a 
question of who will pay, and where the money will come from. Similar 
reservations were raised by Nielsen (1989) who was concerned at the 
relationships being drawn between cost and values. Taylor (1984) 
presented a very convincing case for fees for database searches using 
the analogy of photocopy services. The latter costs were, for a while, 
provided free until libraries realized (1) that the cost would swamp 
the budget, and (2)that photocopy provided a good additional income 
source. Whether the service is provided internally or by contract, it 
is now customary for there to be a user charge. Taylor predicts that 
database searching and other analogous electronic services will also 
require charges if only to regulate use and prevent a drain on the 
budget. White, as cited earlier, cautions that there are problems in 
trying to distinguish between traditional and new services-the moral 
basis on which librarians justify charges-but he does not deny that 
the services cost money. 
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The problem is compounded as libraries move toward including 
such services in their online catalog systems. Many system vendors 
now make a great point of ways in which their systems link to other 
databases and services, such as the Uncover document delivery service. 
The advent of direct user searches and the possibility of using credit 
cards for payment is tending to eliminate such activities from those 
of the library proper. It is therefore becoming difficult to draw the 
lines among library, departmental, and personal budget expenditures. 
Even if all such services became payment driven, someone would still 
have to provide the space and the equipment, tend to the hardware 
and software involved, and provide instruction when needed. Should 
these services be charged for, and, if so, who would pay? Should there 
be an overhead for each transaction or should the parent institution 
provide these through a central budget? These issues are still 
unresolved. Libraries seem to have engaged in ad hoc planning and 
to have drawn money from wherever possible. Nor has the issue of 
handling income from fees and charges been resolved, though libraries 
seem to be encouraged to charge for more and more services. Warner 
(1990)offers some suggestions for resolving such issues, though these 
relate more to special libraries. 
COST CENTERS AND OVERHEAD 
As program or functional budgets have become more accepted, 
libraries have begun to look at the concept of cost centers. The new 
electronic services can well be so regarded, with the caveat that these 
are linked to other more traditional services, such as reference and 
circulation, because of their side effects on those operations. Defining 
library cost centers is difficult, except in the case of standalone 
operations like interlibrary loan, while it is possible to argue that 
technical services as a whole is a kind of overhead. This introduces 
a new aspect of overhead costing, which has not been customary other 
than in special libraries. There are sizable overheads in any library. 
These include general administration, supplies, systems support (from 
the library and the institution), and (in such cases as online services 
or bibliographic instruction) part-time assignments of staff together 
with benefits and support. To these can be added any direct system 
or vendor charges-e.g., for maintenance or upgrading. The result 
is a budget considerably different from a line item budget or even 
a simple program budget. If indeed all overhead or associated c0st.s- 
such as heat, light, and power-and general administration were added, 
it would also be considerably larger than the traditional program 
budget. Despite the growth of such costs in any institution or library, 
there has been a move (mostly from federal programs) to lower the 
definition of overhead so that costs associated with grant projects may 
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no longer be adequately recovered. This has had an indirect effect 
on libraries, which had been seen as part of that overhead in that 
they have to continue to provide the necessary services from diminished 
budgets since the parent institution is no longer receiving the same 
reimbursement. It is true that many libraries were never allocated 
research overhead directly and may never have received the amount 
they used to justify, but this does not vitiate the argument that, in 
the new electronic era, libraries must be much more concerned with 
indirect and overhead costs. 
USER-RELATEDCOSTS 
Although it has never been the custom to count user costs as 
part of the library budget, these are a real cost to the parent institution 
which must pay for the time used by its employees. If a considerable 
part of that time is used in walking to and from the library with 
no apparent return (the book wanted is out), then that time is wasted. 
Here electronic systems can play a part in developing higher returns 
on user time. Online circulation information, particularly when 
accessible through office computers, can help users plan library visits 
more fruitfully. This information also makes it possible for users 
to ask for materials to be held at the circulation desk, thus reducing 
everyone’s expenditure of time. Dahlgren (1990) outlines many of the 
elements that should be considered when choosing a circulations 
system including user costs and benefits. It is also possible to load 
reserve book lists and thus to update these online quite apart from 
being able to give information about actual usage, which can help 
in determining retention on the list thus making the whole operation 
much more cost effective from both the library and the faculty point 
of view. Online catalog searching can also be linked to interlibrary 
loan or to document delivery. In this way, online information can 
play a significant role in streamlining both library and user activity. 
The budgetary effects of this improvement are diffused and 
unlikely to show up directly in a budget line, but indirectly these 
can help to refine collection management and reduce lost user time. 
This topic is mentioned here to encourage libraries and administrators 
to look beyond the actual budget figures when making decisions. 
The examination is akin to a user environmental impact study and 
has some of the same difficulties-notably converting such savings 
into dollar figures. But the attempt can and should be made since 
automation is usually presented as saving money without any concrete 
evidence (Martin, 1986). If user time were seen as a library cost element, 
then savings in that time would be seen as actual rather than illusory 
savings. Leaving the user out of the budgetary calculation is rather 
like a business ignoring customer preferences. 
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All library activities should be re-examined from a user point 
of view. For the most part, these activities are designed with the 
library staff in mind, which may be fine internally but overlooks 
whether these best serve the user. This may or may not cost the library 
more-double staffing for both reference and information desks, for 
example-but it will result in better use, which is in the best interests 
of both the library and its parent institution. It may also result in 
a realignment of some expenditures-e.g., the transfer of some staff 
members from internal circulation to document delivery or an increase 
in levels of staff when it is realized that the circulation desk handles 
a regular quota of reference questions. It may, on the other hand, 
be possible to close a service station altogether as a reflection of use 
patterns. Even so simple a matter as closer attention to signage 
(usually a minimal budget item) can result in better usage patterns 
and a better use of the budget available. 
VALUE MAINTENANCE 
Financial accounting systems for colleges and universities and 
for public sector organizations in general are constructed under the 
rules of generally accepted accounting principles, as shown in the 
various guidelines composed by the National Association of College 
and University Business Officers and similar organizations. Most 
library studies, excellent though they are, on economic theory 
(Schauer, 1986), on accounting methods (Smith, 1991), or on budgeting 
practice (Trumpeter & Rounds, 1985), are written without taking 
explicit account of the institutional context. The assumption seems 
to be that this is a given, whereas, in fact, it can have a substantial 
impact on what the library can or cannot do. 
The principal aim of these accounting systems is to record 
accurately what the assets and liabilities of the organization were at 
the beginning of a period, what they were at the end, and what activities 
occurred between those points in time to cause the changes. In their 
attempt to be entirely factual, these accounting systems focus on actual 
rather than projected or estimated values. Thus they record the value 
of assets such as buildings only at the original price paid. Any 
subsequent expenditures for enlargement or restoration are simply 
added to the original recorded value regardless of any changes which 
may have occurred in the value of those dollars. Similarly, they make 
no attempt to recognize that assets may grow in value over time, nor 
that replacement costs may be significantly different. In summary, 
generally accepted accounting standards make no provision for 
recognizing the current value of an asset to the institution. 
Similarly, operating budgets are solely concerned with current 
expenditures, and capital budgets are developed to take care of 
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necessary current expenditures-e.g., repairs or expansions. All these 
financial concepts are important tools for fiscal control, but these 
need to be supplemented by “management accounting” concepts. 
Of these, the most important concept is value maintenance. 
In principle, the idea is fairly simple. Librarians or other 
administrators want to maintain the current value of library assets 
to the ongoing life of the institution or constituency. There are two 
dimensions to this concept: (1) maintaining the current value of the 
assets (buildings, collections, etc.); and (2)since institutional needs 
evolve over time, modifying those assets over time so as to maintain 
their usefulness. These two dimensions may be thought of as upkeep 
and renewal. 
There are three classes of asset with which librarians are 
concerned: facilities, collections (or, more broadly, access to 
information), and equipment. 
Buildings deteroriate over time, as a function both of use and 
of decay. Each building can be thought of as a series of “systems,” 
such as the foundations and walls; roof and windows; electrical, 
plumbing, HVAC; floor and wall coverings; and so on. Each system 
has a cost and a life cycle. For example, the roof on a library may 
cost $100,000. Depending on the materials used and the climate, it 
may be necessary to replace it every twenty-five to forty years. Based 
on the cost and the life cycle, it is possible to estimate what amount 
should be put aside each year so as to be able to replace it when 
needed. The sum of the amounts needed for each system is the total 
amount that should be budgeted each year for asset upkeep. It is 
estimated that such a provision should be in the range of 1 to 1.5 
percent each year. 
The second dimension of value maintenance recognizes the effect 
of change. Alteration in the mix of users or changes in the methods 
of pedagogy or in technology can result in demand for more or less 
user space, for different kinds of space, or for additions to space. 
In addition, libraries have a special problem in dealing with growing 
collections. The “renewal” component of value maintenance can be 
very substantial and may require budgeting 1 or 2 percent per year 
of the replacement cost of the facility. Together these dimensions 
imply setting aside as much as 4 percent annually of the replacement 
cost-a very substantial addition to the usual operating budget. 
The same concepts can be applied to library collections. Although 
all institutions recognize that their collections are extremely valuable, 
only recently have some institutions begun to assign an asset value 
to their collections. In part, this attitude has resulted from the fact 
that library materials purchases are made from current operating 
budgets and not seen as a capital expenditure. Whether or not the 
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collections are recorded as a capital asset, i t  is essential to maintain 
their current value. 
Upkeep is the primary concern. As with a building, the total 
collection can be thought of as a series of collections, each with 
different costs and life cycles. This is most clear in the sciences where 
the currency of the information is critical. Such collections have a 
very short life cycle, needing to be “replaced” yearly, and the retention 
of older materials adds a significant housing cost. Other collections, 
such as literature and language, do not deteriorate as quickly. These 
collections do need to be refreshed by adding current publications, 
but the whole collection remains useful and may even grow in value 
over time. From an analysis of the needs of each collection, the 
“upkeep” portion of the value maintenance budget may be calculated. 
This calculation can be used as a factor in budget construction and 
allocation. 
Upkeep, however, is not enough. New programs, changes in 
curricula, or the development of new reader interests require 
“renewal” expenditures. These expenditures are major and easy to 
overlook when planning new programs and research projects. 
The rapid growth of electronic access to information adds 
complexity to the problem. Such access comes at a cost, which has 
been regarded as an added operating expense. From a “management 
accounting” perspective it may be more useful to view it as part 
of the cost of maintaining the current value of the library as an 
information asset. 
Finally, the concept of value maintenance can be applied to 
library equipment-increasingly electronic equipment. The life cycles 
of the equipment are so short and the new technologies expanding 
so fast that the distinction between upkeep and renewal is less 
significant though still useful. Since the life cycles are only from 
three to five years, it is vital that library budgets make annual 
expenditure or reserve provisions to enable regular and frequent 
replacement of equipment. 
The basic point is that institutional budgeting and accounting 
systems make it more difficult, rather than easier, to understand and 
provide for the whole cost of libraries. Librarians and administrators 
need to understand the management accounting approach of value 
maintenance, and to budget on that basis. By allowing for the upkeep 
and renewal of facilities, collections, and equipment, we can come 
closer to fulfilling our responsibilities. Nothing in‘this approach, 
of course, makes any new funding available, but i t  does make it easier 
to demonstrate the need for additional resources and helps in the 
better allocation of the available resources. 
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CONCLUSION 
Without pretending to have engaged in an exhaustive analysis 
here, the goal has been to show that there are many unconsidered 
costs in running a library. Unless these are considered, changes and 
improvements may not have the desired effects. Many organizational 
decisions are made without a clear understanding of the financial 
effects, some of which may be delayed and others of which may be 
external to the library. The result can be a less than successful library 
program. 
NOTES 
1. 	 The Windsor Locks Public Library, after opening a new building, found that the 
new costs for telephones and other utilities exceeded the allowed budget by more 
than $3,000.The result was a scaling back in such provisions while the town was 
forced to find some extra money from reserves. 
2. 	 The Library Administration and Management Association Safety and Security of 
Libraries Committee sponsored a program at the San Francisco conference on this 
topic, and representatives from the Brooklyn Public Library and the San Francisco 
Museums Association pointed out many of the safety needs not addressed by other 
libraries. 
3. 	 A student in Martin’s Collection Management course at Simmons pointed out that 
older voyage records, formerly disregarded as “unscientific,” were now being sought 
as helping to provide a baseline for measuring environmental change, and similar 
shifts are doubtless occurring in other disciplines. 
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